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EXECUTIVE SUMMARY

Law enforcement agencies. not  uniikes

% mang other modern-da
organizations. are striving fo incorporate their curvent aoals and
expectations with those of their smplouses. Although this struggle 1s not =
new oOnes 1t appears that the coupling of today’s civerse problems with the
future’s potential  dunamics, will likely create even more significant
challenges. This is particularly true in the area of performance appraisal

sustems. where there 1s an absolute necessitu to take into consideration and
halance individual and organizational needs.

Reszearch 1in  conjunction with this project ggest that customary
performance appralisal systems are biased, inaccur ate, and demonstrate
inherent rafer error and that this situation has led to considerabie

dissatisfaction on the part of both employees and agencies. Additionallu, as
a conseauence of costly litigation, top management has applied pressure on
supervisors in  order to ftru to have them avoid givirg controversial
avaluations. Most supervisors, who abhor the whole appraisal pProcess anywad.
take fhe easy way out and simply rank their emplouses "satisfactoru’. Ag
result, the organization not only has a morale problem. but it suffers from
lack of wital personnel information that is essential if appropriate
management decisions with regard to promotions. transfers, or discharges are
to be made. Indications ares, however, that these problems can be overcome
with proper attention to the appraissl process  versus emphasis on the
evaluation form.

|5
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Orawing from the outcomes of a literature search and the findings nf
this prodect’s auestionnaire. it was determined that if a performance
appralsal system is to be effective it must have certain ked components. i
these crucial elements are not present, the performance appraisal sustem will
fail to meet the needs of individuals and organizations. In additions for
the future, atfention must be given to the forecasted diverse composition of
the future’s work force, in order to ensure that approaches to  performance

appraisal activities are designed in such & way that they are sensitive o

this new work force and can be readily adapted to its varying idiosuncraczies.

0F special note. a panel of experits. brought together specifically for
the purpose of identifuing trends and events that might affect performance
praisalss  found that no one sepecific trend or event will dramatically
Fluence the icsue.

"i'U

Taking into consideration all of the above, scenarios o
best, worst, and wmost likely cases were developes and s
transition management plans were also designed
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Overali. this project shows that in sepite of anticipated obstacless an
effective performance aperaisal system can be created in such a way so as to
benefit both California law enforcement officers and their respective
organizations in the uear 2600,



INTRODUCTION
Throughout history, people have evaluated one another’s performance and
measured 1t against established codes of behavior, morals and values,
Perhaps the most famous performance aperaisal of all times was given by God

to the corruety idolatrous King BEBelshazzar. Written on the wall of

Belshazzar’s palace were the words: "You have been weighed in the balance
and found wanting.® 1 Clifford E. Jourgensen traces the evaluation process
back as far as 220 AD. He aquotes an olc¢ Chinese philosopher., Chen Yu: “The

imperial rater seldom rates men accorcing to their merits, but alwaus
according to his likes and dislikes."a

As procedures and processes, performance appraisals in  government have
been in existence in one form or another for many years. Agencies at
federal. state and local levels have been conducting ratings, evaluationss,
assessments and appraisals of work force performance for at least 90 gears.B
Prior fo Worid War II. futile attempis were made to design and implement a
satisfactory appraisal system. For example, in 1842, Congress passed a law
requiring the head of executive departments to make a uyearly report
evaluating whether or not each clerk had been effectively employed or “. . .
whether the removal of some to permit the appointment of others would lead to
a better dispatch of the public business®. and in IB79., the U.5. Pension
Office attempted to measure their emplouee performance by counting the number
of errors they made in a uear, by each individual.4

From 19508 to 1978 several laws were gnacted in an attemet to regulate
and upgrade performance appraisal processes. In 195@, the Civil Service

Commission enacted the Performance Rating Act and in 1964 the Civil Riahts

Act was made law. it wasn™t urntil 1978. however, that any significant



changes accurred.

In 1978, the Civil Service Commission found that the Performance Rating
Act of 1950 was ineffective. This was brought +to light by federal. Genersl
Accounting Office reviews that showed that more than ninety percent of ail
performance ratings tended to be "satisfactory”. It was noted that this

satisfactory rating problem occurred regardless of the form utilized.S

Az a consequence of these findings, he Civil Service Reform Act of 1978,
entitled Ferformance Appraisal, was established. Under the Reform Act,
appralsal suystems are to form the basis for *. . . decisicons to train,
reward. assigny promcote. demote, retain, or remove employees (for reasons
cther than misconduct.")s

Current performance appraisal processes attempf to satisfy existing
laws while, at the same time, meet the ever-changing needs of the individual
and the porganization. To do thisy performance appraisals have fallen int
basicalluy two areas of emphasis! administrative and informative. The
administrative category includes but is not limited to. performance appraisal
purposes having to do with decisions of promotions fransfer. discharge. =2tc.
The informative category includess but iz not limited to such purposes as
informing the employes of his/her job performance. supervisor expectations,
etc. Numerous purposes and activities are involved in both areas and will
be fully discussed later.

According to this project’s recent survey, the law enforcement
performance appraisal process consists of an annual written review of  work
parformance with determinations relative to the emplouee’s aquantity and
quality of work. Ordinarily, the format consists of a combination of check-
off boxes and a narrative. The supervisor then gives the emplouee the form
to reviey in an interview-tuepe session. This exchange usually takes betuween

1B to 48 minutes. Goals mau also he established at  this time by the



suparvisor and the subordinate. (See Questionnaire Section)

For many years, performance appraisal systems and processes have been
discussed, studied, experimented with, developed, implemented, discarded and
re—implemented by private industry, the military, and most public agencies.
An extensive literature search has shown that these efforts have led onlu  to
frustrations and have not, to date, procuced what might be called an "ideal"
sgstem.7 It has been shown. however, that certain performance appraisal
elements and components. in the right combination. are likely to produce an
affective and meaningful evaluation sustem. Overall, the system must be
relevant, practical, sensitive, reliable, and acceptable.S The literature
also shows that there is a rveal demand for analysis, courled with
experimentation. recommendations and commensurate change.g

This project attempts by the gathering of information from discussions,
manual and electronic literature searches, written reseonse surveys and trend
and event projections. to describe a performance appraisal system that
intedgrates the needs and goals of both the organization and the individual
for the year 2Z000. Some aspects of the future’s changing work force,
organizational structure. technology, economy, social trends, enviraonment,

politice and legal issuess are inter-related with the demonstration of an
effective  and meaningful performance appraisal system and are, therefore,
addressed as applicable.

The term "employee” used in this projects refers to the rank and file
palice officer. also commonly known as traffic officer. deputy sheriff,
patrol officer. agent. or etc. Police officers were selected for the
‘emplodes" group, as they constitute the largest single group of employees in
law enforcement today who are evaluated based on similar criterias. and are

largely responsible for accomplishing the qoals of the organization.10 The

term "supervisor® used in this project, is synonumous with and rafers to the



rater or appralser, regardless of rank or titie, who i responsible for
preparing the performance appraisal for the police officer. The term
emploves 1s synonymous with subordinates officers or ratee.

Although primarily apeplicable to law enforcement organizationss the
results of this project may be useful for any organization that i1z lookine

for a system vs. a “form® that will meet future performance appraisal needs.



METHODOLOGY

tilizing electronic and manual literature search respources, written
response surveys and personal discussions, information was collected
concerning many  aspects of performance appraisals for the past ten uears.
The literature search covered the fields of businsss, management, hospitals,
schoolss, military, fire service and law enforcement. DQuestionnaires were
mailed or given to 148 law enforcement administrators. Discussions uwere
held with many law enforcement administrators, a hospital director of  human
resgurces, personnel directors of several hospitals and business people.

After collecting the data, the following was accomplished:

» The history of performance arpraisal sustems was traced.

ot

Z. The functions and purposes of performance appraisals were identified.
Z. The legal aspects of performance appraisal systems were determined.

4. The importance of performance appraisals to organizations and individuals

was determined.
3. HMethods, procedures and tupes of performance appraisals were evaluated,

&. The essential components/elements of performance sporaisa

pomt

s were
identified.

7« The role job descriptions play in helping to create objective performance
appraisals was determined.

. The importance of mutually agreed upon performance standards. acs they
ralate to performance appraisals was determinesd.

9. The necessity of selif-evaluation in the performance appraisal PrOCess was
determined.

iB. The part goalis play in the performance appraisal orocess was determined.



11, The atrengths and weaknesses of current performance appralsal systems
and possible solutions for a workable system 1n the gear 2008, uwere
determined.

12, The perception of supervisors and employees regarding the performance
appraisal process was determined.

13. The value of performance appraisals on motivation and productivity from
a law enforcement managers’ perspective, wss determined.

14. The impact of fraining and rewards on the performance appraisal process
was determined.

15, The purpose of performance appraisale as to how they fit into the total
organizational purpose was clarified.

1&. The importance of top management commitment to a performance appraisal
system was determined.

17. The affect of technology on the performance aeppraisal process was
determined.

18. The future role of the supervisor in the performance appralisal process
was determined.

i9. The affect the reductior of middle management may have on the
performance appralzal process was considered,

2@, The affect of the future work force on the ocerformance apprailisal
Process, ie. ethnic mixe valuesy customs, demoaraphics, work ethic.

composition, etc., was determined.

Z1. DPased on samples performance appraisals and feedback solicited from numerous

agencies. it was determined if any one system was thought to be "ideal".
22, The following instruments were developed:
a. (Ouestionnaires for law enforcement surveu

h. Trend evaluation form

c. Event evaluation form



f. oietters to law enforcement aoministrators
g. Letter to RNGT group

1. Commitment planning farm
Utilizing manual and electronic (iteraturs search  techniaues. past,
present ang possible futurs frenos and This analusis

concentrated on how these trends and

i.

sxpactations of individual emplouses ftowsrd thelr organization  and  Fne

organization toward its employses,

& guestionnaire was designed and distributed to 140 law enforcement

agministrators. Pu filling out the aue ach responaent de i oed
MigSher agency’s  current o2rformance  apeoralsal  sustem  and what

perfaormance  appraisal proces howlao lock liks in

R mothe  umsr

2@E@.  (See Questionnaire Section:
Trends collecteds as a2 result of T hen
grovped into the foliowing catecgories an

orogections

i. Cranging wore force

. Social valuss

H. Environment

. Folitics
i
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nOER

Tai administraltion.  was Drought fogesrnses inee Anpend

the Mominal Grour Technidus. rergatter reterved o {or &

FroUs process which  follows a2 presoriness

] ned ssqausnoe of stesns, :
ia individeal gsneration of ideas in writing. 2. #ound robin recording of
ideas,s 3. seri1al  discussior for clarification. 4. rreliminary vote
items, 5. giscussion of ereliminary vote, and &, fimali voisdly 2 lizt of

3@ rrends which may affect performance appralsals in the uwear 2008, was

geveioped. {See  Appendiy DI Five trendas that were falt to he the

oocouwr in the future and affect law enforcement performance appralSais. were

icentified, {See  Appendix B)  The grous then

egvents and thersafter, defermined the orobabi]

best forecast of the uear The esvent woulc most likely occury  1F it ocourred,
evaiuation on the probability factor of Trends vs., events and
svent-on-event was then completed. (See Exhibits & anog 7 respectivelul Thes

resulis are bazed on the median averaags,

-+
-
et
0
-
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Subsequesnt  fo the aboves thres scenarios were prepared utilizing *he

oroBability oriteri

i
[ g
i}
i
it}
i

on the trend znd event srojection. Zach scenario

rt
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waz then evaluared and desired fulure sceEnario was selected.

fhens  organizational bsoiicies anc procedures which could directiy  or

indirectiy affect the desirec change in the pe-formance

wars analyzed and the foliowinc was ceterminsd:

L

)

1. Some new policies and procedures must be develmped  to the
desirvaed changsis) in Thes performance aocoraisal process,
. Training programs will be necessary  fo  sducais  organizations  and

individuals to the new process,



3. Organizational climate must o8 chargso 1o order 0 OvVercome barrliers 1o

the new orocedureis). such as:
a. Management reaction that changes only means mors faperwor: and  time
commitment.
. Work force reaction That change {s unnecessard because "it's alwaus
been done this way®.
. To ensure that the reguired action is formally recoanized and
rewarded.
&, The affect empioyes organizations will Have in making performance

appraisals 1nto bargaining issues.

o+

Strategic and transition wolans were then developed to facilitat

implementation of the change(s): and move the organization from its present

state to the desire future state.




RESEARCH OUTCOMES

A literature search was conducted to identify past, presents and future
performance appraisal systems, processes. and procedures. The review also
included collecting information on the future’s work forces, management
structures, and technoloays insofar as theu relate to performance appraisals.
This was done both electronically and manually. The electronic portion was
conducted by the firm “Information on Demand®. and covered more than 660
buginess and management oeriodicals world-wide, and global health planning
and administration data bases. and the National Criminal Justice Reference
Service. which covered nationwide criminal Justice periodicals. For a
complete  list of periodicals and abstracts. cee Bibliography. The manual
portion of the search was done throuch the Peace Officer Standards and
Training, State of (Californias and San Disgo State University Libraries.
(See Bibliography? The electronic part was confined to the last 5 years and
the manual to the last 1B years. As a result of the above activities, over
3@ articles and ZP books were selectec for further study. The research
outcomes section that follows includes a description of pertinent segments of

the entire review and isolated study activities.

DEFINITION OF PERFORMANCE APPRAISAL

Strictiy  speaking:. & performance appralsal is an opportunity for

o

supervisor to review and discuss with each subordinates his/her past
performance and. based on the conclusions rearched. agree on a plan of action
and/or priorities for the forthcoming period. A performance appraisal is
a two-way diaiogus between the rater and the ratee about the ratee’s job

performance, A review of accomelishments, it usually compares job results




with previousiy established stancards or goals. Not only does the sffective
appraisal provide a clear picture of the acceptahility of performance, buf
it also improves eerformance by identifying areas in which imerovement anc
arowth are necessarg.q1

Due to employes reaction against the term ‘fefficiencu rating"’,
performance appraisals have come to be krnown as "personnel rating reports’,

"performance evaluation reporis", "performance  appraisals’y, or simply,

"evaluations” or *"appraisals”.

IMPORTANCE OF PERFORMANCE APPRAIEALS

& process of evaluation is necessary for any sort of understanding and
communication befween a supervisor and a subordinate. in the job situation.
the performance appraisal is equally important to both the employer and the
emplogee.12 People want and need feedback about how well they are doing with
their Jobs. Some studies even support the idea that the individual’s
performance of his/her work is positivelu affected when real performance-—

13 Performance appraisals can also maie

related feedback 1is given.
performance information more readily available and can help to make surs
people know what is eupected of them.

Effective performance appraisals are a must if an organization hoeres
to make appropriate use of its human resources. FEmployees must be able to do
the work they are assigned in an effective and efficient manner and
supervisors must be able to predict who in the organization can be acdvanced

in terms of more or different work.14

Most law enforcement agencies continue to use performance appraisal

systems to make important personnel decisions concerning salary  increases,

h
Bl
o3
UL

Job  assignments, Promotions, digciplinary action T SOME  CASSS

terminations. (See Questionnaire results!



Performance appraisal systems are an important elanning, organizing and

controlling mechanism for personnel management,15 Their importance stems from
the wview that an efficient sustem will enable an organization to draw up =

balance sheet of its human potential at any time, and thus, open fthe wauy to

better planning for the selection, recruttment and training of

[l
+
in

employoes, Further advantages to an effective system include having an
efficient policy of transfers and career development.161n summary. the
importance of employee appraisals is evident in all areas of organizational

activity. They spedite emploues developments help identify appropriate

ateral transfers and promotions, serve as tools in evaluating organizational

hiring and training policies, and act as measurements for merit increases.
For many organizations, their most important contribution is improvemant  in

management-emplouse communicatinns.17

HISTORY/PERFORMANCE APPRAISAL LAWS

Throughout history, people have evaluated one another’s performancsa,
and measured 1t against established codes of behavior, morals and values.

A% a procedure and a process, performance aporaisals in government have
been in existence for many years. Agencies at the federal. state, and lacal

levels have been conducting ratings, evaluations, assessment and appraisals

18
of workforce performance for at least 90 uears.

Modern—-day performance appraisal efforts began in earnest, in 1958,
with the creation of the Performance Rating Act. This, however, proved to be
lacking, as evidenced by the General Accounting Office reviews conducted just
prior  to 1978, The recommendations from those studies led to  the Civil
Service Reform Act of 1978. the primary, "moving® document for the BO's.

Prior to the enactment of the Civil Service Reform Act.  or abbreviated

CBRA. some case laws relevant ta performance aspraisals were decided.



in 1573, Brito vs. ZIiA Compary ordered that formal performance evaluations
must be based on identifiable criteria related to the auality and quantity of
work  performed and these appraisals must be supported by some kind of
record. Wade wvs. Mississippi Cooperative Extension Service (1974) gave

that performance appraisals based splely on ratings of such general

characteristics as leadership, attitudes appearance, personal conduct.
ethics, lowaltys, etc., were unacceptable. Albermarle Paper Company vs,

Moody (1975} determined that the critical requirements of a Jjob must he
developed following a valid job analysiz and before selection criteria are

. 19 . . .
established. ~ In summarys performance appraisals must be based upon  an
analysis of Jjob requirements as reflected in performance standards.

The CSRA  introduced a new sustem of performance appraisals for the
federal service which required agencies’ performance appraisal systems to
provide for:

i. Encouragement of emplouee participation in setting performance elements
and standards,

L Use of performance standards as the basis for appraising emplouee
parformance.

3. Communication of performance standards and critical job elements to
empioyees at the beginning of the period being appraised, and

/

4. Help for employees in order to improve their performance through coaching

) . . . N 20

and counseling by the manager/supervisor.
In addition fo the above, the C5RA of 1978 reauires certain crucial

performance appraisal ingredients be present. as follows:

1a Timetables for identification and agreement am  tha set of program

objectives and performance indicators on which programs can be  held

accountable.

2 Requirements for program managers, within an agreed-upon period of tims,

,_*
i



to identify and get policy level agreement on the set of realistic outcomes—
oriented program objectives and performance indicators on which their
programs will be held accountable,
J. Reaguirements that program manasgers, within an agreed-upon period of time.
produce  documented evidence on the extent to which his/her pragram is  being
implemented satisfactorily and is producing the intended results, and
4, Directives that will permit federal agencies to use pay  and other
incentives to recognize program managers and their staffs who excel 1in
ciarifying program goals and in demgnstrating improved levels of program
parformance in terms of pre-determined indicators.21

Although the 1978 Civil Service Reform Act is presently binding only on
federal agencies. the literature suggests that future legislation will scon

create  an umbrella to include all local and state governmental agencies.

As a consequence, this will have a major impact on law enforcement

agencies.aa

It is reasonable to xpect that judicial response to performance
appraisals will also have substantial repercussions for public organizations,
The need for standardized treatment of employees, and even possihly the
areference of systems that allow the individuals being evaluated to respond
to their ratings, will be stressed. The above could arise out of the
following:

i. New rights for individuals who inferact with public agencies, whether in
the roles of clients, public employees, or ‘captives® such as prisoners.

2. The massive curtailment of traditional immunity for public administrators
as a result of rcivil suits growing out of their official responesibilities.

Todad:. a bureaucrat is likely to be liable for any breaches of an

s

individual’s federally profected constitut:ona

or legal rights,

ot

-

3. Direct involvement of the Judiciary in the administration of oublic



facilities such as orisons, school system and mental hospitals. Such

"l

involvement often results from a new kind of suit- sometimes referred to as

"oublic law litigation®, which seeks injunctive relief for widespread abuses

of constitutional rights.EB

Since performance appraisals fall under the same federal guidelines as
selections procedures, poor performance appraisal sustems could also lead to

24

costly court battles. For examele, in 1988, the cour{ said in Mistretta

vs, Sandia Corp.s that the "evaluations were not based on any identifiahble

criteria related to quality or auantity of work or on parficulars of

performance”. and in 1982 an emploues won s Jjudament of $61,.200. because of a

it

"negligent evaluation" in Chamberlain vs. Bissell. Inc.
Most civil service laws reauire that emplouses he aiven efficiency

25 The legal and ethical demands

ratings a minimum of once or twice a year,
for improved efficiency in law enforcement service are constantlu growing and
ztandards are becoming more stringent. Therefore, it is imperative that law
enforcement develop valids fair: impartial and consistent sustems of

performance evaluations.es

The sustem also needs to reliably identifuy which
empioyees are "high", ‘“"middle” and "low® performers.c/ The goal is to be
able to discriminate between mediocre and good performance so that each group
can be treated differently.

As noted above. there are significant legal reasons why an organization
should maintain an effective formal performance appraisal system, regardless
of 1ts imperfections. An  organization without a working standardized
performance appraisal sustem can run into several legal ramifications. The
courts have been pretty specific. If an emplouee challenges a dismissal or
missed promotion or disciplinary action, there had hetter be a performance

28

appraisal system in place. The sustem needs to be one that uses

standardized forms and procedures, and is based on clear and relevant job

Py
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anaiyses, and is covered by training for the people doing the rating. in
other words, the courts want proof that due process has been adhered fo in

personnel procedures.

METHODS AND TYPES OF PERFORMANCE APPRAISAL RATING SYSTEMS

There are undoubtedly as many rating sustems in use today as there are
organizations using them. Most performance appraisal sustemss howevery Can
be classified into one or more of the following tyres:

1. Graphic Rating Scale
2. Paired Choice Rating System

3. Mixed Standard©>

4. Pehaviorally Anchored Rating Scale (EARS)BD
5. Forced Choice

&. Achievement and Development Inventory (AD1) 31
7. Critical Incident Method

8. Essay Appraisal

7. Management By Objectives

i@0. Forced Distributiana
11. Peer Evaluation

1Z. Subordinate Evaluation

13. &Standards and Trait Description
14. Job Description

pote: Should more information be desived with regard to any of the above

ted.

Port

referenced rating tupes/methods. the Biblipgraphu should be consu
Over 1@@ different performance aspraisal sustems currently being Lsed
by law enforcement, businesses, hospitals, fire service and the military were

reviewad, and all of them would fall into one or more of the above

4

classifications. All methods have strenoths and weaknesses. Perhaos that is



why s0 many organizations have combined one or more of the above approaches.

This project’s written response survey indicates that most California
law enforcement agencies utilize a performance appraisal rating system that
has a combination of check-off boxes and a narrative, with the trend being to
increase the narrative portion.

In any event, the type of form or the rating approach used is
insignificant. However, it is very important that the system have certain
keu components which will be described later.oS The literature is replete
with documentation that the dearee to which elaborate rating approaches, such
as BARS, Mixed Standard and ADI have been shown to increase reliability over
simpler, more subjective types, 1is disappointingiy slight. In other words,
the organization invests a great deal of time, effort and money, perhaps
alienating line supervisors in the process and in return, gets an elaborate
method that is only a little bit better at distinguishing a "fair" performer
from a "satisfactory® one. 34

Although interest in performance appraisal processes has led to a great

deal of researchs much of this has concentrated on the mechanics of

measurement and the appraisal form. Research has compared the advantages of
a "five point" versus "seven point' scale and behaviorally anchored rating
scales versus management by pbhjectives, etc. For many years, it has been
suspected that too much emphasis has been placed on these areas yet, little
has been looked at outside these parameters.o2 Some haves however,

determined that the value of the appraisal depends on the quality of +the

evaluation and not the form.36

Studies have even shown that ratings are as much or more a function of
the idiosyncrasies of the rater who made them than they are of the actual
behavior of the ratees. Parenthetically, litigation in +the area of

appraisal also documents the importance of the rater in terms of avidence



presented and testimong.37

in summary, it can be found that form content has little if any effect

. . . 38 . .
on  the actual appraisal, its successes or failures. Data strongliu
suggests that the answer to doing a performance appraisal lies in focusing on
the process of appraisal and on the organizational contesxt in which the event

) . . . 39
takes place. not on the form or method.

PURPOSE OF PERFORMANCE APPRAISALS

Defining the purpose of a performance appraisal system is critical.

Taking the time to develop an accurate, uwell-defined statement of PUrpose is
, . L . s . . . o . a0
the first and most important step in desioning anyg evaluation systam.

The literafture is replete with potertial purposes. The following is a
list of a few of these:

i. To allocate resources in a dunamic environment.

2 To reward employees.

3 To give emploueges feedback about their wori.
LW To maintain fair relationships withir the Qroup.
5. To coach and develop emploueses.

b To comply with equal opportunity requlations.

7 ‘o improve subordinate’s performance.

8. To control results.

?. To help the boss make decisions about pay.

1#. To identify “high potential’ people for promotion.

11. To help the boss decide on cuestions of transfer, promotion, or
termination.

i2. To motivate subordinates.

13. To clarify subordinate’s career objectives.

14. To improve boss/subordinate communications,



i5. To set goals for a2 period aheac.

16. To improve two way communications between supervisors and emplouees on
work needs and eerformance.

17. To ensure that employees understand, in advance. what is expected of
them.,

18. To keep employees regularly informed about their job performance.

19. To recognize emplouees who make a positive contribution in their work.
8. To help employees develop and maintain good job skills and prepare  for
iob/career advarncement.

Zi. To build more effective working teams.

7. To aliow emplouees to participate in work planning and evaluation.

23. To change or modify dysfunctional behavior.

4., To communicate to employees managerial perceptions of the quality and
aquantity of their work.

25. To assess future potential of an employse and to recommend appropriate
training or developmental assignments.

-—

26. To assess whether the present duties of an emplouyee’s position have an
appropriate compensation levels.

Z27. To provide a documental record for disciplinary and separation measures.
8. To provide a documented record for comparative purposes 1Iin making
promotion/placement decisions.

29. To generate information needed for short and long range administrative
actions., such as salary decisions, promotions. and transferce (all short-
range) or human resources planning and managerial successes (long-range).

0. To let subordinates know where they stand, how well they are doing and
what changes in their behavior the superior wants.

31. To provide a means for coaching and counseling subordinates in order fo

train and develop them to their full potential.41

1



As noted above. performance appraisals can serve many purpases, but for
simplicity sakey these can be sorted roughly into  tuwo categories: the
administrative and informative.

The administrative performance appraisals are useful for managemant
because they provide a method for the alleocation of the organization’e
resources. Specifically, they are the means of deciding who is +o be
promoted, who is to be transferred and who is to be terminated. They may
also be used for salary considerations.

The informative evaluations are designed to let the employee  know:
whether management thinks that he/she is doing a good Jjob or noty what tha
company expects, what he/she can expect from the company, and what aspects of
the work his/her supervisor feels need improvement. They may also be useful
for bestowing recognition for those areas of the work that are outstanding,
helping employees to perform their present jobs more efficiently and
satisfyingly, and helping them to presare for possible advancement and
Promotion.42

An  appraisal should be used to compare an employee with a Job
description or job standards and not with fellow employees.43 Ideally, an
arpraisal sustem should also serve as a tool for systematically and
objectively evaluating the empiouyee’s capabilitie5.44

All employees at one time or another wonder what their supervisar
thinks of them and every employee is happier when it iz clear that His/her
work is appreciated. For these reasons it is imporfant that workers know
what is expected of them and also how thew will be rewarded ov sanctioned if
they surpass these expectations , meet them, or fail *o meset them.

The main purpose of performance appraisals then. is to let the emplouyses know
how well theuy are performing their jobs and for both the employee and the

manager to set future goals. It has been shown that those emplouyses uwho



participate in setting goals will work harder to accomplish them.45

In summary, performance appraisais serve as a basis for promotion,
termination., Job reassignment, and salary decisions. They also help in
planning/goal setting, training and employee development. Ferformance
appraisals can also further employee involvement, provide documentation and
correct weakneases.46

45 seen above, some performance evaluation designs have exhibited a

"shotgun effect’ producing a performance evaluation so haphazard and broad in

47 Narrowing the score,

its goals that its effectiveness is very limited.
by using the folliowing approach to purpose. may be the answer. The first
step is to have a well-defined, concise and goal directed cstatement of
purpose., Secondlus the instrument must be compatible with the goal of the
purpose. Behavioral areas to be evaluated must have focus and be written in
such a manner so as to reduce the probability of error or confusion.

Whatever format is used, ie. narrative, rating scale, ranks or combinations,

the basic underlying element must be communication. Newt, management and

supervisaors must be well trained and motives must be ‘“broadcast" to  the
employees concerned. Lastly, regardless of formaty the performance appraisal
should uield some variety of numerical score. The uwse of scores for
statistical analysis can give important information about the internal
reliability and validity of the evaluation instrument. The purpose should
not stress the stule or fupe of performance aperaisal, but rather the process
of providing feedback and the total communication should be emphasized.48

In police work, “*historically performance appraisals have been poorly
planned programs utilized by personnel departmeris for vague ourposes. More
than likely, a police department’s first performance evaiuation sustem was
handed to the chief by the institutional sersonnel director. If changes uweres

made, they were usually superficialy entailing slight alteration of the

=1



original format. Whatever the genesis. evaluators and evaluatees saw fhe
evaluation process as a negative experience to be gotten through as aquicklu
as possibie.“49

Az demonstrated above, the primary purpose of performance evaluation
has been to provide a system within which accurate judaments could be made to
Justify salary increasess and employee retention, promotion, +transfer,
demotion and termination. In the next two decades, performance appraisals
will be used primarily to document administrative decisions for protection
against legal challenges. Also, as economy shifts from a manufacturing to a
service emphasis, appraisal will be used to document strenaths and weaknesses
in order to identify those who can be trained and shifted to other areas of
endeavor. Management will also use the appraisal to satisfu emplouee

demands for participation in decision-making processes. The performance

appraisal is also excellent for mutual goai-setting and career planningnsG

COMPONENTS/ELEMENTS OF PERFORMANCE APPRAISALS

The literature is clear, Performance appraisals must have at least the
following components:
1. Annual evaluation of work related performance.
2. Periodic review in between formal evaiuation.
3. Periodic progress interview.
4. Positive coaching with a developmental framework.
3. Provision for employee input and response.
6. Self-evaluation.
7. Training for ratee and rater.

8. An objective review that is able to withstand an appeal or challenge

process., 51

In addition, the 1978 General Office of Accounting Report stated +that



ot

sustems that provided for the following, were more iikely fo improve over

h

work s
1. Pre-pstablished performance standards, communication of expectations to
emplouees, and review of and feedback regarding achievements.
=, Employee participation in setting performance standards.
3. Adequate training for managers and supervisors to make appraisals and use
them as a management tool.
4. A link between the performance aspraisal and other personnel actions for
rewards and sanctions: and
5. GSufficient written Justification and periodic review to ensure that
evidence of performance matches the rating.52

Further, the following are considered minimal elements if the
performance appraisal system is to be successful:
i. Must reduce or eliminate halo effects bias, and erejudice.
Z. Must be proven valid and reliable.
3. Must meet the legal aspects for a performance evaluation.

4, Must include a method of guidance and development.

5. Must be guantifiable for computerization purposes and efficient to
Drocess.53
A performance appraisal system cshould also have components that
define work roles, motivate performance and aid in subordinate development.
Successful appraisal systems are goal directed. They arg
understandable to supervisors and employees and are perceived as being fair
in terms of performance measurement. They are positively oriented with
. ) . 55 »
emphasis on employee development and improvement. Moreover: sustems must
make it possible for agencies to:
i. Advise emplouees on the critical elements of their Jobs.

-

Za Ectablish performance standards that will permit accurate evaluation of

)



performance based on objectivey Job-related standards.
3. Assist employees to improve their performance when it is found to  be
unacceptable.
4, Demote, reassigns or remove employees whose performance continues to be
unacceptable, but only after they have had the opportunity to show
improvemant. 56
In addition to ensuring that the suystem balances results and behaviors,
a commitment from top management must be obtained. Executive management must
be willing to participate in the performance appraisal and lend its support.57
Effective performance appraisal sustems often display the following
characteristics?
1. Managers are rewarded for developing their subordinates.
2. Managers receive skill training and assistance in using the system.
specifically in being helpers or counselors.
3. Job descriptions or specific job goal documents are based on behavioral
or Jjob-relevant performance standards.
4. Employees are actively involved in the appraisal process.
5. Mutual goal setting takes place.
6. Appraisal sessions have a problem—-solvinag focus.
7. The judae role is clearly separated from the helper/counselor role.
8. The paperwork and technical assistance required by the appraisal system
does not place an unreasonable worklpad on managers.
. Peer comparisons are not a central feature of the appraisal process.
1@. Information that i1s needed for administrative actions is accessible and
effectively used.58
Pecause the interview portion of the performance appraisal process is
pivotal, it bears special definition. Tupically, it serves two functions: §.

Evaluation and discussion for administrative decisions. and 2, Counseling



and development. The appraisal interview also serves as a means of
motivating employees and as a guide for individualized ftraining and
developmental requirements. Considerable debate exists over whether
evaluation of performance and developmental coaching should be conducted 1in
the same intervieuw. Some experts contend that this practice not only
ignores the distinction between judging and counseling but alse reveals a
misunderstanding of the purpose of performance appraisals. These c¢ritics
believe that emplouee development should not be included in the appraiszal
ProCess because the fwo activities are different. Despite these

difficulties the fact is that managers do have this dual responsibilit5.59

Impartant appraisal interview characteristics include:
i. A high level of the employee eparticipation in both the evaluation and
develaopmental process. The more the input from the employee, the more
satisfied he/she is likely to be with the interview and the manager. Higher
participation also generally leads to greater commitment to carryging out
performance improvement plans.
2. Helpful and constructive attitude on the part of the manager.
3. Goal setting.
4. Considerable knowledge on the part of the manager with regard to the
employee’s job and performance.SO
The following is a suggested approach for a successful  interview
process. The first step is an evaluation stage and includes:
i. Scheduling of and preparation for the performance appraisal interview in
advance.
Z. Creating the proper atmosphere for two-way communication.
3. Peginning with a statement of purpose.
4. Encouraging the employee to participate.

5. Discussing the total performance.

=5



A The manager and emplouee discuss mutually recognized strengths  in
the employee’s performance.
b. The manager points out strengths in the employes’s performance that
the employee did not recognize.
C. The manager and employee review areas of satisfactory performance
which both agree upon.
d. The manager indicates areas of satisfactory performance that the
employee was unaware of.
2. The manager and emplouee review opportunities for growth and
improvement in which both agree.
f. The manager suggests opportunities for growth and improvement that
the employee did not recognized.
& Summarizing the interview. After the meeting the major conclusions of the
sessions are recorded for administrative purpcses.eﬁ
The second step is a developmental stage and includes:
1. Items 1-4 as above.
5. Setting future performance goals.
6. Formulating a development plan.
7. Preparing a working document.s2
I+ the above approach is utilized, the following may be helpful in
terms of roles played by the supervisor and subordinate. {Activities are
listed in chronological order.)
i. Open-ended discussion and exploration of problems, the subordinate leads
and the supervisor listens.
2 Problem—solving discussion, in which the subordinate leads, but
supervisor takes somewhat stronger rolse.

3. Agreement between supervisor and subordinate agree on performance

problems and a plan for improvements.



@, Cipsing the evaluation, The supervi

ut

or gilves pls/ner views and  final

svaluation 1if fthe subovrdinate has not dealt with 1mporrant 1SSUBS.

o
o
4
o
s

tlowing are actions tTo avolid in the intervisw process:  arguing

with fthe emplodes, discussing other oceople’s performance, except 1if  fhe

emploges’s work 1s dependent wpon that of another worker, making promises,

criticizing the employse as a person vs., the performances overlooking

. . . ) R =7

WEAKNESS8S. 10SIng COmPOsUre, or acting hurried.
Regardless of formats the following nutcomes should be observed if the

appraisal process has been successful?

1. Individuals are motivated to strive Tor higher levels of performance.

2. They learn exactly how they are doing,
3. Those who are doing well receive praise! those who are not performing up

to standards are made aware of the need for chance,
4, Stronger relationshies are built betwssn the supervisor and the
subordinate.
A, Programs for future improvement are jointly agreed upon.
&. The efficiency and productivity of the organization are maintaineduss

The aeppraisal interview creaftes a comelex human rvelationship. It
affects not only the emploues but also the person doing the appraizal. and as

suchy i3 one of the most important componants of the ampraisal process.

JOB DESCRIPTIONS/RESPONSIBILITIZES

Thae first eart of a critical 1linkage, {Gee rFigure [.}. Dbetwsen
performance  standards. Job analuses Or desCristionS. and performance

appraisals is the identification of job responsibili

~+

ims, the primary factors
in the job description. These responsibkilities are gefined as:t

1. Important work which has to be dones o

n & major area of accountabilituy where soms seecifis
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FIGURE 1

RELATIONSHIP OF PERFORMANCE STANDARDS
TO JOB ANALYSIS AND PERFORMANCE APPRAISAL

JOB ANALYSIS PERFORMANCE APPRAISAL
{Describes work and (Describes the job-relevant
personal reqguirements strengths and weaknesses
of a particular job) of each individual)

PERFORMANCE STANDARDS

(Translate job requirements
into levels of acceptable/
unacceptable performance)

Wayne F. Cascio, "Scientific, Legal and Operational Imperatives,”
Public Personmnel Management {November 1982):368.
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behavior is expected.sa E

“wamples of these are:d record Keepings wore
scheduling, Job safety, equipment maintenances, emplouee trainingsy account
collectiony engineering design, plan checking, etc.

A4n  employes usually has from 6 to 12 major job responsibilities that
have specific expected results and behaviors. "High priority" Job
responsibilities can be identified by determining: 1. Their importance fto
the achievement of the organizational chbjectivess 2. The amount of emploues
time committed to thems or 3. The level of skill/knowledoe required to
rerform them. The employee’s experience, the supervisor’s experiences class
descriptions or goal statements, are all possible sources for obtaining
relevant information with regard to job responsibilities.

As a part of formulating job responsibilities, "critical tasks™ need to
isolated. A "critical element® or “"task" is defined operationally as being
sa  important to the job that if it is not performed adeauately, i1t would
provide the basis for termination from employment or disciplinary action or
the with—-holding of within grade pay or merit pay from the emplouyee.

The California and Nevada Highway Patrols have used the following
approach for determining critical tasks:

i. Development: The critical tasks for all ranks were developed.
Incumbents in each Jjob classification identified and rated the importance of
their Job tasksy, bknowledgey, skills and abilities. The most important Jjob
tasks were determined to be critical.

2 Defined: A critical tasx is a task which a uniformed emplouses must be
able to perform at a level which meets or exceeds established standards.

3. Components:

a. Each critical task contains one or more performance elements. These

glements define the more important critical task dimensions and are

a crucial part of the appraisal.



B, In addition to specific performance elements. each critical task has
an eiement box marked "other". The "other" box is to be used when
local procedures reauire additional or unusual performance elements
to complete a task.

c. Continued unacceptable performance in any critical task shall
ultimately result in administrative action which may include, but
not be limited to, rejection during probationary periodsy or punitive
action.

d. The critical tasks and performance elements are outlined according to
Job classification, A series of questions following performance
elements are provided as a guide for raters when evaluating critical
tasks., They are not intended to be all-inclusive.

The second part of the linkagey performance standards, are defined as
the levels at which an emplouee must perform a critical task in order to
satisfy the organization’s requirements. Performance standards are
statements thatt! 1. quantify a specific result one is responsible for
(numericalli 2. qualify ({(describe 1in words) a specific behavior which

clearly demonstrates that a Jjob responsibility has been met (obserwvableli and
3. describe "how well" an employee is expected to execute a Job
responsibility.

It can be postulated from the above, that poor job designs can make
performance apprailsals ineffective. Therefore,; 1t iz imperative that a
strong emphasis be placed on earlu definition of the nature of the Jjob for

which a person is to be held accountable and on how the performance of the

iob is going to be measured.

PHASES OF PLANNING FOR A PERFORMANCE APPRAISAL SYSTEM

Phase One: Performance Planning



i. Decide on important job duties and organizational objectives - generic
and specific,

Z. Determine performance standards and objectives for next appraisal period.
3. Decide how satisfactory performance will be determined.

Phase Two: Performance Tracking and Feedback

i. Develop and use methods to track actual performance ie. computers.

2. Document examples of good and poor performance.

3. Provide two-way communication on good performance and improvement needs.
(EXCELLENT) and (NOT YET EXCELLENT)

Phase Three! Performance Evaluationl

1. Employee self-evaluates and discusses his/her performance over the entire
appraisal period.

Za Supervisor assesses actual performance and establishes plan for areas
needing improvement.

3. Get standards/objectives for next appraisal period ie. video tape.

4, Complete and sign appraisal form.

SELF-APPRAISALS

The literature suggests that self-appraisals may fend to overcome some
of the long-standing problems associated with performance appraiszal sustems.
They require employees to actively participate in their own evaluations and
when this process is coupled with objective perceptions of an emplowee’s
strengths and weaknesses, as noted by a sensitive supervizor, the
organization appears to benefit signifacantlg.67 Rather than the
supervisor and subordinate being *at odds® with one another, an atmosphere of
cooperation exists, The subordinate’s positive traits and potential career
paths are identified, and as a part gf this process, areas for  improvement

are discussed and an exploration of problems and solutions is in:luded.SB
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tne of the major benefits of self-appraisal iz that 1t offer

i1

an
opportunity to explore areas usually overlooked with traditional appraisal
method5.69

The primarg objective of a self-appraisal approach to all or part of a
performance appraisal system is to enhance the gquality of communication
between the supervisor and the employee. If this is accomplishedsy then the
chance that the appraisal will be challenged or worse be found ineffective,
is minimized.70

It should be noted that studies have shouwn that emelouees using a self-
appraisal approach tend to give themselves higher marks than do their
supervisor5.71 This tendency leads to the self-appraisal process being
more effective for counseling and development than for personnel decisions.
Nevertheless, 1t has been shown that this procedure definitely requires the
employse to be more involved and this leads to an enhanced feeling of
"ownership® on the part of the subordinate. Ultimately, this overall
emplodyee satisfaction can lead to the accomplishment of the performance
appraisal objectives and those of the organizatian.72 This is confirmed by
a recent study wherein ninety percent of the raters and eighty-six percent of
the ratees felt that an emplouee self-appraisal should be an important part

73

of the appraisal process. This praject’s written response survey

suggests similar findings. (See Questionnaire Section.!

GOALS
Research has shown that if an appraisal system is to have any chance

for success, it must be goal directed.74

{See also Questionnaire Section.)
While a brief analysis of the emplodee’s past performance may be necessarud,

studies on performance appraisal show that employee productivitys for

example, is most enhanced if the evaluation centers on creating future goals



for the employee and determining how these goals are to be achieved.

The recent General Electric performance appraisal study and the results
of this project’s auestionnairey, verify that performance appraisals should
focus on goals formulated and agreed to by the supervisor and the subordinate.

An  employee’s development is best met by goal achievement. Besides
increasing productivity, goal setting will increase a subordinate’s Job
satisfaction and role identification. Goals should be:d
1. Specifically defined.

2. Linked to overall agency and company goals.

3. Reviewyed pericdically.

4. Bpecified for a definite time period.

5. Flexible.

6. Designed to include a plan of action for accomplishing desired results.
7. @Given priorities.

g. Difficult to achieve, but realistic.

9. Mutually agreed upon.75

Additionally, mutual goal-setting is a rewarding experience for the
appraiser. It enhances communication between the rater and the ratee and can

create trust and openness.

STRENGTHS AND WEAKNESSES OF PERFORMANCE APPRAISALS

In a recent survey documented in the February 20, 1984 issue of

Chemical Engineerings, a large majority of the 2,951 respondente indicated

that they felt that performance appraisals were desirable. Replying to the
questiony "Do you think that performance appraisals are valuahle?", over
sixty-three percent said "yes", performance appraisals are valuable to both
the organization and the individual.

4 study of performance appraisals at General Electric in 1984, offered



similar results. This was a follow-up fo one done at G.E. in the early
19687 5. Both managers and subordinates indicated that performance appraisal
should have an important overall role in the organization in accomplishing a
number of objectives vital to organizational effectiveness.

The results of the above studies strongly suggest that a performance
appraisal should be a key link in an organization’s overall human resources
management strategy.

In the discussion of purposes, earlier in this project, 1t was
indicated that there are well over 32 potential performance appraisal
objectives. So it is with performance appraisal strengths. For various
performance appraisal purposes achieved, strengths are evidenced.

The following is a brief list of potential strengths or positive points
aof the appraisal process?

1. Emplodyees are able to find out where they stand with their supervisor.
2 A positive incentive to periodically reward a good employes is provided.
3. Specific information can be provided to employees to assist them to
attain a higher rating.

4. Information which might be useful in making managerial decisions Is
recorded.75

The literature is replete with problems associated with performance
appralsals. The following is a listing of some of the more prevalent
weaknesses!

1. There may be conflicting objectives or purposes such as  pay  VvVeErsus
evaluation.

2 Varying levels of motivation may exist among raters. It has been shouwn
that raters tend to be more accurate when the purpose of the appraisail  is
perceived to be personnel research or emoloyee development vs. administration

of organizational rewards. It haz also been found that the evaluation 1is



more accurate when the resulis are not shared with the ratee. However, if
feasdback is reauired, (and certainly this project’s research indicates it
is)s the rater is usually motivated to rate more correctly if it is perceived
that such an action on the supervisor’s part is his or her job and if the
rater believes that the training and insights necessary to accurately rate
the behavior or performance, are present.

3. Subjective errors such as a "halo" effecty mau be present.

4. There may be time delays in providing evaluation feedback. Feedback
loses 1ts effect and can be demotivating if it is not provided as soon  as
possible,

5. The following organizational problems may exist:

a. Task interdependence -  emplouee may not be totally in

control of his/her own work.

b. Observability of task performance - some Jjobs are easier to observe
than others.

c. Structuring of the authority system - hierarchical arrangement ang
the way authority is distributed may influence the percestion and
understanding of the entire process.

d. Power differentials -~ unions, etc.

= Nature of communicated appraisals - when evaluations will be

conducted and with what frequency, when the results will be
relieasedy how they will be released and for what use they will he
emploged.77

While +the individual desires to confirm a positive self-image, the

organization wants individuals to be receptive to negative information about
themselves in order to improve their performance and promotability. "The

w78

conflict is over the exchange of valid information. Some possible

solutions to these problems are:d



i. Choosing appropriate performance data - feedback about specific
incidences - "how" a person is performing, and

2. Recognizing individual differences in system design. Policies should
permit different approaches/methods, depending on the individua1.79

Most organizations utilice some type of rating scale which generally
has some inherent problems, making the performance appraisal process weaker
than it might otherwise be. The following is a summary of those weaknesses:
1. Socialization betueen supervisors and subordinates that influences the
ratings.

Z. Tendency exists to overrate all gualities rated.

3. Policies requiring Justification for extreme ratings may result in a
tendency to limit ratings to a middle range. These errors seriously reduce
the validity of the rating and reduce its utility as a means of providing
reward or recognition, providing employee guidance, or identifying fraining
needs or leadership potential.

There is a strong indication that ratings are as much or more a
function of the idiosyncrasies of the rater who made them than they are of
the actual behavior of the ratees.”ao

The following are errors primarily associated with the use of rating
scaless
1. Halo effect
2. Leniency/sirictness effect
3. Central-tendency effect
4, Personal-bias effect
5. HRecency E*‘h‘er:’calI
4. Personal Bias
7. Overemphasis on recent bshavior or the tendency to see the worker as

he/she is on the review dag.ea



The following errors lower the validity of rafings:
i. The Hale Effect. The tendency for a rater to rate a ratee by his overall

impression of him. The rater then changes or tints the ratings of individual

traits to reflect his overall impression. This may be conscious or
UNCONSClous.

Za The Error of Leniency. The tendency of the rater to be lenient or rate
high.

3. The Error of Severity. The rater who is unduly hard on his ratees.

4. The Error of End Effects. The rater feels no une is averages either gond
or poor and rates accordingly.
5. The Error of Central Tendency. Rates who either from a desire to be
liked or lack of ability to svaluate properly, rate Just about sverdone
average. These errors are introduced into a sustem by the untrained, poorly
motivated or biased evaluators.ad

The program itself may bs flawed for the following reasons:
1. Program begun without clear objectives -~ no specific traits being rated
or no clear purpaose for the system.
Z. Appraisal program may be too sensitive fo human Jjudgment.
3. Program may be too broad — comparing of different shifts by quantity ang
quality of work.84

The following are additional potential weaknesses:
1. Raters are frequently biased.
Z. Some raters are harder to satisfy than others.
3. Employee morale can be adversely affected by a poor rating.
4. Ratings are not scientific.
5. Raters are unwilling to tell the truth if the fruth hurts.
S Rating systems have been typically imposed on the rater and the ratee by

higher authority.



7. Traditional approach has been punitive.
8. Rating systems are highly complex.

F Many fail because they are non-functional and have been placed 1in

pperation without adequate attention to prior definition of needs and

PUrpASESs. 85

The quantity and quality measurements of a public employee engaged 1in A
sarvice-oriented Jjob are often difficult to establish. Raters give overall
impressions of worker effectiveness and personal preferences. Despite
sfforts to trains, it is believed that the tendency is to generally follow a
middle~of-the-road evaluation for most emplouees. The most effective uses
for the performance appraisal have been in extreme cases such as top
performers and on the other end, documentation of very poor performance. In
soth of these instances, solid documentation is required and obtained.

In light of the above, it is apparent that a performance appraisal
system must attempt to be relevanty, sensitive, reliable, acceptable and

practical.

PERCEPTIONS OF  APPRAISERS AND SUBORDINATES REGARDING THE
PERFORMANCE APPRAISAL SYSTEM

At least two perspectives must be accounted for in accessing any
performance appraisal system. There is: 1. the effectiveness of the systems,
as judged by the management or the appraisers and 2. the effectiveness of
the sustem as Judged by the subordinate employees or the appraisess.
Ideally, performance appraisals should meet the needs of both. It they are
to meset the needs of emplouees, they must help them know the organization’s
official view of their work, their chances for advancement and salary
increases and waus they can improve their performance to better meet their
own and the organizations goals. if evaluations are to meet the typical

goals of the organization, they must help the organization utilize the skills



of its employees and motivate and develop them tao perform EffECtiVElH.BE

A 1984 study of performance appraisal at General Electric i1llusirates
the differences in the perceptions of subordinates and appraisers. (See
Figures Z-6.)

In light of these findings, it is apparent that the appraisal process
gets very different marks depending upon whether it is from an aporaiser’s or
subordinate’s perspective. Appraiserss who of course are largely in control
of the event, feel it generally meets their needs. n  the other hand,
subordinates recognize the importance of the process. but feel that it falls

short of meeting their needs.87

YALUE OF PERFORMANCE APPRAISALS WITH REGARD TO MOTIVATION AND
PRODUCTIVITY

In any discussion about the value of performance appraisals as they
relate to motivation and productivity, it should first be noted that the
appraisal process is basically a feedback process. The evaluation is not the
only source of information that the emploues receives regarding Jcb
performance, but it is probably the most powerful source. In contrast to
pther tupes of feedback that may come from clientsy co-workers, etc.,
appraisal feedback includes a written record that iz kept as a part of the
personnel filey and it is reflective of the employee’s gverall performance.

If the appraisal is to be of value to the emplouee or the organization,
it must “. . . satisfy two basic requirements: it must provide new
information to the empiloyee, and the emplouee must accept this

L : a
information.® 8

When no new information is givens then there is little or
no value to the appraisal process from the emplouee’s point of view, because
nothing has been gained. Along the same lines, if new information is given

to the employee, but it is not accepted, then there can be no motivation for

change. etc.
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FIGURE 2

POSSIBLE INSTRUMENTAL PURPOSES OF PERFORMANCE APPRAISAL
EXTENT TO WHICH THEY SHOULD BE FULFILLED

To & To a
Not at all moderate extent great extent
1 3 5
1. Document and recognize ]

subordinate's performance.

2. Allow subordinate input ’
about feelings, supervision
and definition of work. \

- o
-
-

3. Provide subordinate with
developmental information
and support.

4. Determine pay and explain
and communicate pay
decisions.

~“‘---...._"

9.,

01

Mutual planning of future
work goals.

= appraisers' desired purposes

@ ---ueuP subordinates' desired purposes

(Based on means of 5-point scale.)

Edward E. Lawler, III, Alan M. Mohrman, Jr., and Susan M. Resnick,
"Performance Appraisal Revisited,' Organizational Dynamics 12 (Summer 1984):25.
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FIGURE 3

DISCUSSION DURING APPRAISAL
HOW MUCH WAS EACH OF THESE AREAS DISCUSSED

GiveRn- Given
Not Some Considerable
Mertioned Attention Attention

1 5
1. Strengths in past

performance.

2. Subordingte's career
development.

3. Subordinate's performance
development

4. Things supervisor could
do to aid subordinate's
performance.

5. Subordinate's future
performance goals.

6. Subordinate's salary.

.____' superior's perceptions

-9 subordinate's perceptions

(Based on means on S5-point scale.)

Edward E. Lawler, III, Alan M. Mohrman, Jr., and Susan M. Resnick,
"Performance Appraisal Revisited,' Organizational Dynamics 13 (Summer 1884):27.
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FIGURE 4

APPRAISERS' DESIRED INSTRUMENTAL PURPOSES VS. PERCEIVED OCCURRENCES

To a To a
Not at all moderate extent great extent
1 3 =
1. Document and recognize
subordinate's performance.

2. Allow subordinate input
about feelings, supervision,
and definition of work.

3. Provide subordinate with
developmental information
and support.

4. Determine pay and explain
and communicate pay I

decisions.

5. Mutual planning of future
work goals. O vmmewel) aSppraisers’ desired purposes

@———ud appraisers’' perceptions of actuality

(Based on means on S5-point scale.)

Edward E. Lawler, III, Alan M. Mohrman, Jr., and Susan M. Resnick,
"Performance Appraisal Revisited," Orgsnizationsl Dynamics 13 (Summer 1984) :28.
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FIGURE 5

SUBORDINATES' DESIRED INSTRUMENTAL PURPOSES VS. PERCEIVED OCCURRENCES

To a To a
Not at all moderate extent great extent
Document and recognize :
subordinates' performance. ',. 0o
] ) '.’l /I
Allow subordinate input - S

g

about feelings, supervision, ’f
and definition of work.

-’

[
!
1
3. Provide subordinate with "
developmental information H
and support. ;
®
v

4. Determine pay and explain
and communicate pay
decisions.

o-...o___....O'

o

5. Mutual planning of future
work goals. O--caeeed subordinate's desired purposes

- subordinate's perceptions of actualit
@®----- @ p P Y

Edward E. Lawler, III, Alan M. Mohrman, Jdr., and Susan M. Resnick,
"Performance Appraisal Revisited," Organizational Oynamics 13 (Summer 1984):23.
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FIGURE 6

GENERAL BELIEFS ABGUT PERTORMANCE APPRAISALS

1. PaA should be done oniu appraisers 7H 7 i3
for the subordinate’s subordinates 7i g =@
personal developement.

2. Salary and promotion appraisers 5 3 9z
decisions should be subordinates iz K 83
based on PA results,

3. Balary and promotion appraisersg 24 8 &8
decisions are based subordinates 41 1@ 4%
on PA resulits.

4. PA practices provide ADPralsers &2 & 72
accurate feesdback to subordinaters 36 g a5
sub. & the sup., &
subordinates agree on
what constitues good or
poor performance.

5., P& makes a difference. Appralsers 17 9 74
It motivates employees, subordinates & 13 &2
leads to more productive
behavior and increases
understanding about the
subordinate’s role.

H.  Superiors & subordinates appraisers 35 g 57
carrd out PA activities subordinates =8 2 &3

anly because the organ-
ization reauires it.

7. Subordinates’ PA should appralsers 4 3 g3
be based on goals subordinates e 5 87
praviously agreed to by
the superior & sub.

8. A subordinate’s ss]f- appraisers b 4 i
appraisal should be an subordinates B2 & 826

important part of Pa.

*Percents of those answering the gquestion are reported.

T

Edward E. Lawler, I1I
Resnick, “Performance Appraisa
13 (Summer 1984):324,

Iy Alan M. Mohrman, Jr., and Susan M.
I Revisiteds” Qrganizational Dunamice
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Productivity can be incr2ased through an effectively done performance
appraisal by:
i. Letting employees know what is expected of them, how they are doing on
the job and how they can do betters
2 Better management decisions about whom to promote, transfer and fire;
3. More equitable compensation decisions on the part of management;
4. Showing employees what is in it for them if they move the organization
cioser to its goalss and
5. Making sound affirmative action decisions that are based on facts rather

than hunches, gut feelings or cultural myths.eg

P.A, - HOW IT FITS INTO THE TOTAL ORGANIZATIOMAL PURPOSE

Research has shown that the failure of the performance appraisal to fit
into the overall organizational purpose can be the single most  important
reason why the evaluation sustem is of no worth. Harold J. Leavitt uwrote
that behavior in any organization is the result of the interaction of
people’s needs, task reaquirements, and organizational character. Figure 7,

taken from The Art of Japanese Management., most notably depicts this concept.

People refers to the characteristics of key personnel - are they managers
that thrive on decision-making, crisis intervention, etc., and are they blue
or white-collar uworkers, etc,? Management style refers to how top
management proceeds in the attainment of goals - are they cautious,
idealisticy, forthright, etc.? Shared values refers to the overlapping
purposes to which an organization and its emplouees dedicated themselves.

it should be noted that possibly the most important of the diagram’s
linkages is the one between organizarional strategy and organizational
structure. As Alfred Chandler and Peter Drucker have argued, "the strategy

should always precede and determine the Structure."go
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FIGURE 7

STHE
/

P

e

BASIC COMPONENTS OF THE TOTAL ORGANIZATION

Grover Starling, "Performance Appraisal In The Z Organization.'
Public Personnel Management (November 1982):344.
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In summary, each of the six components should be adapted to one another
in a mutually reinforcing way. If they "fit" well, then the organization

likely exhibits superior results.

TRAINING
The Civil Service Reform Act of 1978 requires a broad-based emphasis
for ftraining and retraining people in appraisal and evaluation processes.
The following must occur:
1. The manager must be frained to understand the importance of
the performance arpraisal as a management tool, so that it will be exercised
not just because it is reaquired by legisliations but also because it can heip
to achieve program goalsi and
2. The manager must have the interrpersonal skills needed to conduct
performance appraisals, negotiate employee performance contracts, counsel,
coach and provide feedback to employees for their growth and development.
“Without appropriate training, most sustems, regardless of their merit,

3z Many of the praoblems with performance

are too difficult to implement.®
appraisals can be solved by designing training programs that prepare the
organizations, the raters and the ratees. Ultimately, the goal is to reduce
. - . . 83
rating errors. iraining must be extensive and allow for rater practice.

The following is a sustematic approach for this needed training, in

chronological order of activities:

1. Assessment of training needs/demands;
Za Establishment of behavioral objectives to satisfy the determined
needs/demands

3. Development of specific insftructional concepts/learning objectives to
meet the behavioral objectivess

4., Determination of a series of appropriate teaching methods for the

47



subiscts and for the participants;
5. Conducting of the training programj and
& Evaluation of the training program to measure participants’ reaction.
effectiveness in meeting behavioral obiectives, and inter/intra
organizational validitg.94
In addition to training the raters, all employees should be oriented.
Information should be provided to the ratees regarding the purpose of fhe
performance appraisal process, frequency of appraisals, who will be
conducting the evaluation, and the critsria against which their performance
will pe evaluated.gs
An effective performance system is dependent largely on the validity
and applicability of the training. To accomplish this, especially in law
enforcements the following must be taken into consideration:
1. Buccessful training in performance evaluation systems for police must be
sensitive to the organizational climate in which the evaluation occurs.
2. in any organization, the key to identifying valid criterion measures and
accompanying performance standardss 1s fo deftermine the goals and objectives
of the behavior that must be assessed.
3. in the training session, goals and objectives, as well as accompanying

measures. must be grouped in ways that are meaningful and that reflect the

priorities of rpolice work.

4, The first part of the training should focus on how to create performance
standards.
5. The key part of the training must include interactions among the

SUPBrvisors.,

G Participants should formulate sets of performance standards on  their
own.
7 instruction should also cover methods for eliminating subjective rater

48



errors and the conduct of the performance appraisal interviews.gs

“Interestingly, the accuracy of ratings has been shown to depend as
muchs 1f not more. on the training of the raters as on the work that went
into making a clear. wusable scale." One study showed that as little as five
minutes of explanation and graphic presentation significantly reduces the
most stubborn of all errors - the halo effect.97

What then is the future importance of trairing, given the many new
methodologies and strategies being introduced? The literature sugaests that
training i1s the cornerstone tfto success. It has been said that the
combination of a good performance appraisal and appropriate training will at
least ensure that the "failures® of the past will likely not be repeated.gs

Fecause it appears that both supervisors and subordinates feel that the
performance appraisal is valuable, it seems that the organization has a

mandate to ensure the esvaluation process’ success by providing the needed

training.

REWARDS

It has been shown that there are few rewards for the supervisor that
needs to prepare reports that are critical of the emplouse. additionally.
sanctions rarely ®xist for supervisors who write evaluations that are
angything less than very positive reports. Supervisors must therefore decide
between confronting an employee with criticisms or positively ‘stroking” the
employee with praise and encouraging comments. Also, the organization gives
negative feedback for appraisals that are less than positive. This comes in
the form of grievances from employess and precautionary comments from
management such ass "are we covered?” This teaches raters to be sparing in

also littie aor no

1

their criticism and generous in their praise. There 1

direct or immediate challenge to inflated reports, Raters soon learn that

4%



the organization fupically aoesn’t  care whether the reports are  oone
. SiS]
accurately or not.
This project’s auestionnalre reporte That tha majoritu of supervisors

are not rewarded for well-done aperaisals. howsver, in *the surveu’s

r
3]
w
s
=
&
[

SECT 10T the respondents foresee a need For change in th rea andg indicate

i

LR
&

that, minimallg. supervisors need to be rewarded for effective evaluations oy
having this accomplishment noted on their awn performance aspraisals. {See

Juestionnaire Section and Appendix £,

AFFECT OF TECHNOLOGY ON THE APPRAISAL PROCESS

51

Az technoiogy progresses, organiryations will have any  sven gresater
carability to keep track of emploves behavior. productivity, absences, break

times. sto,

home studies indicate  that v, | . more fthan fifty percent of
i ave Ao o P . . e - o o~ Ny 3 11100 T+ § kR i,
productivity  imerovement  comes from new technologu. It has also  been

suggested that motivation and training o employses can onlu 20 s0  far  anc

that beuond those efforts, bhetter fools must be provided. Therefors, hg the

gear 2002, civen the very rapiz cranges in technologu, it might be supe

that the performance apepraisal orocess w:ill include "high tech.®

that will create a system tnat is as neariy "ideal® azs  oossib)

SHampla, by computerizing the emplouee evaluation sustem, it may be boASsSis)

to identify "high" ang "low® performers. in terms of their positions within

a particuiar group or Jjob classification., Such a sustems Computer-Assiztisd
tvaluation Sustem. CoA. P E, has been recently developed and tested
surcessfully  for this purpose. It is used to determine who gets hHonuses,
salary increases, promotionss or terminations. The cresators olaim that it is
fair and legally defensibles. and based on a consistesrt, data-oriented

_ : . . . 101
mathodology Tor staff improvement and incw2asing overall oductivity
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THE CHANGING WORK FORCE IN RELATIONSHIP T4 PERFORMANCE APPRAISALS

Perry Pascarella states in The New éAchievers, *. . . many of today’s

Jabs permit workers to exercise more discretion in carryging out their duties
than do jobs linked closely to the pace of machines or production processes.
While the systems may give management an illusion of control, the worker has
latitude for falling short of a quality job from the point of view of a
customer of the next person in the process. The more a Jjob involves service,
flexibility and creativity, the less it is truly controllable. Feople who
seek high discretion work may strongly i1dentify with fhe modern work ethic
and, therefores not be responsive to traditional management techniques and
incenfives. This makes them highly volatile. They can become turned off
when work fails to meet their needs, and they are in a position to do
considerable damage to  their area of the business.“102
Pased on the above; the police work force of the year 2088 wmignt be
described as follows:
1. Age: Increased civilianization of many positions in law enforcement will
have attracted oldsr emplouees. The number of peorle over the age of 108 is
currently about 32.200. By the uyear 2008, there will be aporoximately

03 . _ . . . L. - . - )
A recent Lou Harris poll for the National Council On Aging showed

100, 000,
that over 374 of all workers over the age of 53 would prefer part-ftime
employment to full-time retirement. For law enforcement, perhaps this
suggests that more individuals will be working until a mandatory retivement
age of 68 plus.

2. Ethnic Complexion: These changes will be very visible. Recruitment
efforts to bring persons of Asian and Hispanic descent into law enforcement
agencies, will lessen the need for bilingual Anglo officers.

3. Gender: Women will have established themselves in both sworn and non-

sworn {(civilian) positions and have moved into management positions. There
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are currently 2.3 million more women in “he workforce than men aged 21 to &3.
Women represent more than half of those graduating from college, and this
results in women being two out of everu three new workers, If this trend
continues as predictedy women will obviously comprise more than two thirds of
the workforce in the uear 200@.

4, Lifestule: Shift work will still be a necessituy. but "flex” time and
adiustable schedules will be more common in the workplace.

5. Education and Training: Every empiouee will be computer-literate. The
use of the computer keuboard will be a standard skill requirement, since all
reports and written paperwork pbeing compigsted on portable word processors o
personal computers. All of the data collected will be stored on diskette
form.

&, Values! The increase in lateral job opportunities will create a loyalty
to the profession, not necessarily to the emplouing agency.

7. Other: The employee of the year 2028 will have a sense of commitment to
the Job, however, that commitment will be tempered bu a sense of
individuality and a re—arrangement of priorities that includes more personal

time. Less and Iess of the new officers will have had military experi

il

n

0
[

and although many have entered their law enforcement careers later in 1if

i

their adjustment to what will still be considered a gquasi-military work 1s
difficult. California police officers will have resisted affiliation with

strong outside union interest and have formed viable local associations that

link with statewide aroups oriented toward police personnel. Special
interest groups for Black., Hispanics. Asian and handicapped persons, will

flourish., Female associations will also be prevalent.

TOP MANAGEMENT COMMITMENT WITH REGARD TC PERFORMANCE APPRAISALS

The literature strongly suggests that the answer o doing a performance

i
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appraisal lies in focusing on the process of the evaluation and on  the
organizational context in which the events take place, not on the form or the
rating system. As a result, a critical element in the appraisal process is
top management’s commitment. At the veru least, top management needs to take
performance appraisals seriously, to explicitly fit them to prevailing
organizational culture and human resource strategy, to evaluate how well the
do fit, to encourage practices that do fit, and to reward appraisers who do
them well. All this has a decided impact on whether supervisors take
evaluations seriously and spend the time and effort needed to do them well.
It is also important that superiors at higher managerial levels, wmodel the
tupe of appraisal behavior they wish supervisors lower down in  the

arganization to demonstrate. In short, appraisals need to be real and

effective as a result of support at higher organizational levels.104

A REDUCTION IN MIDDLE MANAGEMENT AND PERFORMANCE APPRAISALS

As middle management shrinks, the role of first-line supervisors is
enhanced.

The middle manager has ouffered much at the hands of economic
recessionss &0 2 much so.  that the future of these positions within  an
organization is doubtful. The computer is the orincipal force behind this
trend as organizations seek to become more efficient by using fewer peonle.
ne study of major industries in 1983, resulted in a consultant’s prediction
that middle management ranks 1in American organization would become

permanently depleted by thivrty percent within a few gears.105

FUTURE ROLE OF THE SUPERVISOR

The supervizor should be increasingly  futuristic, humanistic, cCcross-

rulturallu oriented, and able to deal with technological change.106

No job is going to changs more in the next 1@-13 uears than that of the



first line supervisor. Indeed, the status, authority and responsibility of
the supervisor mau become the most pressing and difficult problem in the
management of people in the workplace.107

Forecasting and long-range planning, aspects of a supervisor’s Job that
have been ignored in favor of crisis management until recently, will become
more critical. The ability to predict social, economic and political events

K

will depend on  knowing one’s people and being able to co-mingle

oraanizationai objectives with individual skill levels.'02

Ac noted above, there is also a trend toward the reduction of some
middie management ranks. This may result in more responsibility being mlaced
on  the first-level supervisor. In fact, some experts feel that middle
managers should be eliminated in favor of better trained and already

s . 103
qualified supervisors.

SEARCH_FOR THE IDEAL PERFORMANCE APPRAISAL SYSTEM

Empirical research on performance appraisals now tells us  that
appraisal are anything but simple. Obtaining accurate evaluations is one of
the most difficult tasks facing law enforcement administrators today.

What of the year 700@, with it’s changing work force, comprised mainly
of women, minoritiess two-career couples. older peopley and increased
technology? Even nowy eightu~five percent of the nation’s schools use
computers in classrooms. Ninety—one percent of the people who use a computer
at work say it has improved their working conditions. By the year 199@. 1t
i projected that fifty-three percent of all homes will have computers. The
number one career/educational goal of today’s teenager is to learn computer
5cience.110

Changing work force and technology alone will necessitate that a

performance appraisal system be relevant, sensitive, reliable, acceptable and
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practical. The performance appraisal sdystem will. no doubt. be fTested
frequently by organizations and individuals. However, 1f a workable system
is possible for the uear ZBO@. one thing is certain - all who are invoived
in the appraisal, raters. ratees, and top management, must cooperate and work
toward the same goal: a performance appraisal sustem that benefits both the
individual and the organization.

Through a literature search and analuysis, auestionnaires, a review of
over i@ current performance appraisal systems and procedures, and
discussions with law enforcement, fire service, business and military
administrators. and NGT forecasting of trends and events, their probabilities
and impactsy this project has determined that a performance apprailsal sustem

that is applicable for law enforcement in the uyear 2088, is possible.



PROJECT QUESTIONNAIRE

OVERVIEW

The aquestionnaire results are divided into two sections. The first,
entitlied "i987"., pertains to the perceived performance appraizal sustems
currently in use by the respondents’ agencies. The second, entitlied "z@2B",
refers to the projected peerformance appralisal systems, anticipated for  the
year 008, for the respondents’ agencies. Pased on some of the editorial
comments 1in both sections, it might also be possible to theorize a more
global explanation of the resuits and define the 1987 section as the current
status of performance appraisal sustems, and the Z0BB section as the

"ideal" performance appraisal systems that might be designed in the future.

1987 SYNOPSIS

Based on aquestionnaire responsess the following is a composite
description of performance aepraisal sustems currently in use (1987), by
various California Law Enforcement Agencies.

Agencies represented in the aquestionnaire are divided into the
following sizes, by number of emplouees: a. Less than 25 - seven percent, b.
25-10@ - twenty three percent, c. 18@8-1220@ - fifty percents, and d. over
1008 - twenty percent.

Most performance appraisals, or evaluations. are administered every 17
months (seventy-four percent). using a written format that includes a
combination of check-off boxes and a narrative {(eighty—eight percent).

A pre-conference or pre-aperaisal interview meeting is held by only

forty percent of the reseondents. Seventu-sight percent reported the absence
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of any special location for the formal conference/interview and while some
variance of time i1s expected, eightu-inree percent reported taking anuwhere
from 18 to 4@ minutes for this conference.

Concerning actuai content of the performance appraisaly eighty percent
of the respondents indicated that there is no self-appraisal portion of the
evaluation process. Seventy-three percent, however said that goal setting is
routinely incorporated in their performance appraisal process. Of the 1Bz
respondents that indicated that goals are established, eightu-four percent
said that the goals are developed by both the supervisor and subordinats,
working together, Of 99 respondents who review their goals, they do so
gveru: three months (fwenty-three percent)s, every siy months {(twenty-eight
percent), every twelve months (forty-five percent), or other (four percent).

According to the aquestionnaire feedback, pay is discussed in only
thirtu-one percent of the cases, however, the appraisal is used for promotion
purposes sixty-eight percent of the time. The evaluation is used for firing
purposes, eighty-seven percent of the time.

In a general climate of trust and openness (seventy-nine percentl, a
ilittle more than one-half (fiftu-four percent) of the respondents indicated
that Job descriptions are utilized as topls in the evaluative process.
Additionally, measurable standards on which to base the appraisal are present
in eighty-four percent of the instances.

The following describes the occurrence of certain components in  the
performance appraisal process! 1. Emphasis on the subordinate’s development
(ninety-five percentl)y L. A constructive approach {(seventy-two percent!. 3.
Allowing for subordinate input (seventy percent), and 4. Discussion of
problems and solutions (eighty-seven percent).

With regard to ranking of performance appraisal elements, 1in order of

importancey, in 1987, an individualized work process is felt to be the most

L
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important. written appraisal documentation seconds, and work-planning/goal-
setting by the subordinate and the supervisor, and focus on the individual’s
development tied for third. The least important element is pays, with the
supordinate being an active participant in defining the appraisal process and
outcomes second, and subordinate career—-planning third. {(See Appendix & for
further information.)

In the workplace. job procedures (seventu-five percent}) and Job
responsibilities (eighty-three percent) are well-defined and clear, however
goals (forty-eight percent), priorities {(thirty-seven percent) and Jjob
descriptions {(fortu-eight percent) do not appear to De as explicit.

Sixty percent of the supervisors are not rewarded for eroducing
effective appraisals. Of the fortu percent who are rewarded for carrying out
this task in an excellent manner. fiftu-nine percent receive their reward in
the form of praise on their own evaluations. No respondent indicated that
there were any monetary rewards offered for good to excellent work in  this
area.

The performance appraisal is considered completed prior to subordinate
input in forty-six percent of the instances and following subordinate inout
in forty—-seven percent of the cases. Saventuy-one percent of the respondents
feel that their evaluation process protects them legally.

Supervisors and subordinates are trained and oriented to the
performance appraisal system in approximately one-half of the instances
(fiftuy-two percent).

Possible outcomes of the performance aporaisal are as follows: 1.
Improved performance - eighty percent, 2. Increased productivity - sivtu-
nine percent, 3. Increased motivation - seventy percent, 4, Increased
hostility - fortu-two percent, 5. Decrease in morale - thirtu-five percent.

and 4. Otherse at two percent or  less incliude, apathuy, increased



communication, littie affecrty, increased documentation, goal direction,
identification of training needs, management and supervisory svaluation of
past performance, documentation for civi! service review and unknown.

When asked had their system ever been evaluated, seventy-two percent

it

replied uas”. 0f the B3 answerss fifteen percent completed a system
svaluation one year ago. eighteen percent two years ago, and fifteen percent

ten or more 4ears ago. in most agencies, the work was accomplished by

management staff, an individual or a committea/task force.

2000 SYNOPSIS

Pased on questionnaire responsas, the following is a composite
description of performance appraisal systems in the year Z0@@, as forecasted

by various California Law Enforcement Agencies’ respondents.

Agencies represented in the d4questionnaire are divided into the

following sizey by number of emplodees: a. Less than 25 - five percent, b.
25-100 - seventeen percent, c¢. 10@-1008 -~ fiftu-four percent, d. Over 1200
- twenty~two percent. and e. Other - N/A - one percent.

In the majority of cases, performance appraisals are projected to be
administered either every 12 months (fortuy-seven percent) or every & months

{thirtu-four percent), using a combination of check-off boxes and a narrative

{seventy percent). Included as possible new approaches in format for the
uear the 2008, are the uses of computers (five percent) and videos {tuwo
percent). One respondent comments that the future’s evaluation would be

"heavily statistical®.

Eighty~four percent of the respondents indicate that they would see a
pre-conference or pre-appraisal inftervi=sw meeting being held. The replies
are split as to whether or not there would he a special location designated

for the appraisalt forty-eight percent said "yes®s while fifty-one percent



said ‘“no'. The +formal conference/interview iz anticipated to take from
either i@ to 2@ minutes (twenty—three percent), Z@ to 48 minutes (forty
percent), 4@ to 6@ minutes (twenty five percent), or cother amounts of time
{twelve percent).

Concerning actual content of the performance appraisal, eighty—-four
percent of the respondents predict that there will be a self-appraisal
nortions and ninety-six percent state that goal-setting will be incorporated
in the process. Of the 111 respondents that feel that goals will be
pstablished, ninety-four percent say that they will be developed by both the
supervisor and the subordinate, working together. Of 115 respondents who ses
apals being reviewed in the future, they project this review to take place
avery: 3 months (fifty percent), every & months (thirty-two percentl, every
12 months (five percent}), or other (eleven percent).

According to the questionnaire feedback, pay will be discussed in
sivty-nine percent of the cases, and the appraisal will be used for promotion
purposes in virtually all cases (ninety~two percent). The evaluation will be
used for firing purposes identically as for promotion purposess ninety-two
percent of the time.

In a climate of trust and openness (ninetu-two percentls eighty-siz
percent of the respondents envision that job descriptions will be utilized
as tools in the evaluative process. Additionally, measurable standards on
which to base the appraisal will be present in ninetu-siyx percent of the
instances.

The following describes the forecasted occurrence of certain components

in the performance apprailsal process: 1. Emphasis on the subordinate’s
davelopment (ninety-siy percentl, . A constructive approach {(eightu-six
percent), 3. Allowing for subordinate input (ninetu-two percent), and 4,

Discussion of problems and solutions (ninety-two percent).

&4



With regard to ranking of performance appraisal elements. in order of
importancey, for the uear 2088, work-planning/goal-setting by the subordinate
and the supervisor, is forecasted to be the most important, with a climate of
trust and copenness seconds and focus on the individual®s development third.
The least important elements are forecasted to be pay, with written appraisal
documentation second and conflict resolution third. (See Appendix A}

In the uworkplace, Job  procedures (eighty-six percent) and Job
responsibilities (ninety-three percent) are projected to be well-defined and
clear, as are goals (ninety-one percent), priorities {ninety percent), and
Job descriptions (seventy-five percent).

It is anticipated that seventuy-nine percent of the supervisors that
produce effective performance appraisals will be rewarded, in the year 0BO@
by their good Jjob being reflected on their own evaluations ({siuty-one
percent). Five respondents or seven percent indicate that there will be a
pag or incentive bonus for the supervisor who does good to excellent work in
this area.

In seventy-eight percent of the instances, the performance appraisal
will be viewed as complete after the subordinate has ineut.

Eightu-five percent of the respondents feel that the performance
appraisal of the future will protect them legallyu.

Supervisors and subordinates will be trained and oriented to the
performance appraisal sustem ninety-five percent of the time.

Possible outcomes of the future’s appraisal are as follows: 1.
Improved performance (eighty-six percent), Za Increased productivity
(eighty~five percent), 3. Increased motivation (seventy-eight percent), 4.
Increased morale (sixty-nine percent), 5. Mo change (twelve percent) and

&, Others at one percent include: termination of incompetents, increased

accountability, increased involvement, enhanced mobility for high performers,



better use of human resources. adversarial relationships bhetween supervisors
and subordinates, pay benefits, goal setting, increased hostility, increased
documentation of performance against agreed upon standards increased
communication and increased credibility.

When asked if the system should be evaluated in the year 2000, ninety-
six percent said "yes". Of the 92 answers,y thirty-six percent see the review
of the sustem every year, nineteen percent every 2-3 years, thirteen percent
as an on-going process, eleven percent every 5-6 years and the remainder
anywhere from “"when needed",; to every 10 years (twenty percent). It is
suggested that a wide variety of options may exist with regard to who should

do this system evaluatian.

COMPARATIVE ANALYSIS

The following is a comparative analysis of the aquestionnaire results
for the sections "1987" and “2@00". For brevity sake, specific eercentages
and figures will be somewhat limited in this summary. If if more detailed
information is desired, please refer to Appendix E. When statistics are
aiven, they will wuniversally be arranged with the 1987 figures first and the
2028 numbers second.

With regard to the size of the various agencies, there appears to be a

slight trend toward growth in numbers of emplouees in the groups 10@-10@@0 and

over 1906.

In the area of freauency of performance appraisals, a definite change
iz forecast: in 1987, the combined every 3 month and & month evaluation
eaualed twenty-six percent, uwhereas in 2008, the combined everu three month
and & month evaluation equals forty-eight percent. With regard to format.
the tendency is to move awau from the combination of check-off boxes and

narratives to more emphasis on narratives (nine percent +to seventesn



percent).

While 1in 1987 less than one-half of the resoondents indicated +that  a
pra-conference was held, in 2008. more than three-fourths feel that they

should be an integral part of the performance appraisal process.

A special location for performance appraisals is predicted by almost
fifty percent of respondents for the year ZB8E0. This is an increase of
almost thirty percent over 1987.

Formal conference/interview time wiil increase in the year 20080, almost
douhle the time spent in 1987,

For 1987, over eighty percent of the respondents sau that there is no
self-appraisal portion of the performance appraisal process. n the other
handy, in the year 2008, eighty-four percent of the respondents indicate that
self-appraisal will be an integral part of the system.

Goal-setting was important in 1987 and will become even more important
in the year 2088 <(seventy-three percent to ninetu-six percent).
Additionally, as predicted by ninety-six percent of the respondents, goal-
gsetting will become a mutual, sharing process between subordinate and

SURBrvVISOrs. In 1987, forty percent say gnals are reviewsed either every 3 or

o

monthss whereas in 2808, eightu—two percent will review goals either every
3 or & months showing overall. that agpals will be reviewed more often in the
future.

Performance aporaisals will ne wutilized more for promotion
determinations in the year ZOBE (sixty-sight percent vs. ninety—{two percent!
and about the same for termination purposes as in 19387,

Fay will continue to be discussed during the performance appraisal witih
an increase in occurrence {(thirty-one percent vs. siztu-ning percenti.

With regard to components present, or discussed during the performance

appralisal. there is no substantial change from 1987 to 2000 in the following



aregas? subpordinate developmeni. and erablem solvings however, there 1

E)

1

significant increase in the area of subordinate input {(seventy percent vs.
ninety-two eercent). Aan  atmosphere of constructiveness 21is0  increased
{seventy—two epercent vs. eightu-siy percenti.,

The most consistency in the ranking of slements that are felt to  he
most and least important. when comparing 1987 and the year 2008, was in the
area of pays, which ranked least important in both years. OFf siagnificance is
the forecasted importance of a climare of trust and openness. {See
Appendix A)

It i1s apparent that performance aporaisals will be tied to .Job
descriptions and that they will be a critical element in the year 2808, more
so  than 1n 19287 (fifty—four percent vs. elighty-six percent’. Performance
standards are also very important components in both 1987 and ZQ28@. It is
also evident that job proceduress goalsy priorities. responsibilities and job
descriptions must be clearly defined.

A4 climate of trust and openness hecomes more important in the future
(sevenfy-nine percent vs. ninetu-two percent’.

Supervisors are not rewarded for effectiva performance appraisals  in
over sixty percent of the cases., in 1987. however this decreases to twsntu-
one  percent for the year ZOB@ indicating tat it is felt that supervisors
should receive recoagnition for well-done evaluations.

Performance appraisal raters and ratees are currently frained and
oriented only fifty percent of the time. but these activities are projected
to take place in ninety-five percent of the instances in the uear 2080, =&
dramatic change.

The evaluation will be considered complete gnly after subordinate input
in the wear 2008, a marked change from 1937 (forty-seven percent vs. seventy-—

eight percenti.
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The majority of respondents fes

pa

that the current performance aperaisal
sustems protect them legally and will continue o do so in the futdre.

Respondents feel that there are a multitude of outcomes from the
serformance appraisal sustem, now and in the uear Z200@. (For specifics., cea
sections “1987"Y and "Z@O@@Y. Appendix B.

Almost  all respondents see a need for a periodic evaluation of their
rerformance appraisal sustem. however., there does not appear to be  a
consensus with regard to how often this should be accomplished.

In summary, it would aepzar that toe cerformance acpraisal will chanage
from a highly statistical analusis of work performance to a mov e
individualized process, wherein the supervisor and the subordinate discuss.

evaluate and agres on goais and the emplodee’s development. The bottom iine

is more subordinate participation in the performance appraisal orocess.

CONCLUGTONS

1. There will be a pre-conference to discuss performance appraisal system
processes. grading, etc.

2. Self-appraisal will be part of the performance appraisal sustem.

3. A& climate of trust and opennese will pe veru important.

4. An effective performance appraisal system. in relationship to the overall

organizations as demonstrated by the potential outcomes, is very important.

5. Supervisors will be rewarded for producing effective performance
aperaisals.
&. Job descriptions, standards and critical tasks are assential slements of

the future’s performance appraisal.
7« The evaluation process wiil be completed only after subordinate IMPUT.
B. The performance appraisal will protect the agencies legaliy.

F. The performance appraisal system will need to be evaluated periodical lu.



iB@. Raters and ratees will be trained and oriented to their sustem.
11. MWork-planning and goal-setting will be integral parts of the performance

appraisal system.



FUTURE’S FORECAST

TRENDS TO MONITOR

a4 group of selected persons was convened to discuss the issue. For a
complete list of NGT participants, see Appendix C. Although the aroup was
comprised of people from several disciplines, all participants had expertise
and interest relative to performance appraizals.

The analysis began with a general discussion of developments in
performance appraisal systems both past and present. (The aroup had
previously reviewed general background material on performance appralsals,
future’s work force, technology, etc. The discussion and brainstorming
session that followed, lead fo identification of 30 rpossible trends to
monitor. GSee Appendix [ for a complete list.

Then, using the nominal group technique. (NGTI. the group was asked to
identify the five trends that were believed to be the most important. These
were identified as follows:

i. Increased use of computer technologu.
Z. Employee organizations® and unions’ demands,
3., Public service vs. private service,
4, Cross culture imepact, and
5. Fair and consistent performance appraisals.
In an effort to gauge the impact of these five trends, the group then

forecast the growth of eachs as shown in Zxhibits 1-5 respectively.



EXHIRIT |

TER TECHNOLOGY
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High broken iine = High Forecast of Group
Middie unbroken line = Median of Group
Lower broken line = Low Forecast of Group
The use of comeuters in schools. 5omes.  and the workplace is
increasing  dailu and will have a tremesndous impact on  the potential
=ocinlogical  make-up of  the work force in the gJear 200. In addition,
computers in the workplace are reducing face-to-face contact between managers

and subordinates, managers and the oublic. and subordinates and the public.

By the yesar 2008, peopls will have come to acrent this as normal. Also, th

m

increased use of computers will eliminate many Jjobs, and for those emplouess
stili woriking, there will be & need for a high  level of technological

gxpartise in order to maintain their jobs.
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High broken lLine = High Forecast of Group
Middle unbroken line = Median of Group
Lower broken line = [ow Forecast of Group
There 15 a trend of emplouse organizations and unions vocalizing their
desire to have input  into policy and procedure decis:oms  affecting  the
work force, This trend is becoming more and more coscular on the west coast.
and should predominate by the gear Z000. Organizations that specialize in

EXHIBIT 2

EMPLOYEE (RGANIZATION/UNION DEMANDS

grouprs of people such as handicarped, woman’s rights. otc.. along with union

organizations that represent the dau-to-cay worker. have alreadu

themselves in today’s business world, They have been volcing opinions  an

have made demands that have already

in)
-t

fected mang organization’s hiring

practices and policies affecting job placement and oromotions, ane  will

continue to do so o in the futurs,
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EXHIBIT 3

PVATE SERVICE
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agencies are increasingly

facing the

rhallenge from srivate secur:tu agencies that are vying for police-related
sarvices. Thess private security agencies claim that they can provide hettar
law enforcement services for iess cost, This maw be true becauss they say
their emplcouyees less and do not expect the same standard of service. in
contrast to this, the public agencies evzluate proscective candidates, train
thems  and  erovide maximum  bhenefits and reaszonabls pay fo ensure a  high
standard and oguality of personnel that can funcition in most  any  given

5till

these private agencies will grow in nomber and
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High broken line = High Forecast of Group
Middle unbroken line = Median of Group
Lowsr broken line = Low Forecast of Group
The Anglo-American 1s auickly becoming a minority in many California
citieg, The fastest growiny minoritu iz the Asiatic, followed by the
Higpanic. Many other cultures are also blending into California communities,

bringing culfural values and customs not generally familiar to
These different culfures will affect the population entering the
The current and future wori forces must be sensitive to these

difference cultural backarounds,s moralities. customs and rituals.
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EXHIRIT 5

FAIR., CONSISTENT PERFURMANCE APPRAIS

L
s
o

&B7
580
4G
386
it
188
7
1987 1987 1992 Zdea
High broken line = Hiagh Forecast of Group
Middle unbroken line = Median of Group
Lower broken line = Low Forecast of Group
There exists a need for performance appraisals to be fair., consistent
and obuective. As in the past and present. performance apepraisals should be
given by a subordinate’s divect supervisor through a formal sustem. Evary

smplodyee has thes right to know how well hesshe 1z doing and what can ke done

T

ri

better fthe performance. Every appraisal should be made within the confest
nf  each emplogee’s particular job description and every rating based upon

.

objective performance standards, Splf-

pL

peralisal should alse he a majar part

of the system.
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CRITICAL EVENT

1

L

i

Using the NGT methods the group Tirst generated a lis of critical
avents that might occuwr in  the futurs with regard to the method of
parformance appraisal in law enforcement in the year 2800. (See Appendix D
for & complete list.} The groupe then narrowed the list to the five events
considered the most critical and them determined the probability factor in

percentages of these events actually nccurring in the year 1997 and Z00@.

The events identified and their probability of occurrence are as

follows:

EVENT 1992 PROBABILITY Z2@@3 PROBABILITY
Economic Depression 2% 30%
Legislation Which Limits 5@% 7@

Salary and Renefits

Technological Breakthrough 75% 937%
Elimination of Ethnic Laws ] 1@%
Mobile Workforce and 5% 8@%

Professional Licensing

A description of each of the above events is as follows:
DEPRESSION:

Depression in this context is synonumous with recession. There iz a
reasonably aood chance that we will see some form of depression by the year
Zhoa. This will he due to a number of events. Federal and local government
debits will continue to grow, the Jjob market will drastically changss the
workforce from which to draw aqualified workers will bDe reduced and

unemployment will be greater, because of unskilled workers not being
qualified to handle high techrological Jjobs.

LEGISLATION WHICH LIMITS SALARY AND BENEFITS:
Currentliy public service emplouees are fighting a continuirng battle to

defeat initiatives appearing on voting ballots to limit government spending



on zalaries and oenefits. Crusaders against federal and state taves annually
submit  proposals to decrease spending of public funds, & large amount of
these funds a0 to payrocll warrants and to nealth bhenefits of the employees
that keee the sustem going. Zven though large amounts of government funds
are spent on other programs. state and local employses are an easuy target for
aver—spending in today’s and the future’s environment.

TECHNOLOGICAL BREAKTHROUGH:

Technological improvements are a certainty in the future. The
decade has seen improvements in the fielids of computerss microchipss and
audioc and visual communication systems. Currently manu advancements are also
seen  1in the new field of robotics. All of these argas will greatiy impact
the future workforce in the type of knowledge required to  accomplish  their
Jobs, the interaction they have with others and the sustem that will be used
to evaluate personnel.

ELIMINATION OF ETHNIC LAWS:

Current evenfs in law and policies practiced by emplouers have given
wayg to minority pressures and fend to undo past discrimination discrepanciss.
The pathway to the future concerning those events will probably maintain
status—gquo. Derending on the political environment for the next twenty
dears, there 15 a possibility of the lessening of these reaulations. Not
only will the current majority be the minority of +the future, current
compliance with ethnic laws will tend to down play their importance. due to a
more equitable employment ratio. There is the chance of a slight reverse in
civil rights and the elimination of minority laws.

MOBILE WORK FORCE - PROFESSIONAL LICENSING:

The qualifications to become a peace officer in the State of California

and fthe reguirements to maintain that professinnal status is becoming more

stringent each passing ye=ar, More law enforcement organizations are

T4



requiring certifications and licensing to perform the duties of policing.
Standards have been estabiished and laws have already been passed to ensure
the high standards required of such a position. As each organization
requires the same competency of its empiouees as does the most revered of
agencies dos the gap of professicnalism closes. With the closing of this
gapy  there will be the birth of the professional peace afficer, dedicated fto
the profession, not the emploger. By the year 2000, a larae number of these
professionals will be licensec and will move from agency to agency looking

for the ultimate in job satisfaction and bhenefits.

CROSS IMPACT EVALUATION

The group did a cross impact evaluation on the probability factor of
event on  event and event on trend. (Exhibit & and 73 The group also
projected the net impact of events on thke issue and law enforcemsnt in  the

uear 2000. (Exhibit B} Results were based on the median averaage.

CROSS IMPACT ANALYSIS

The major assumptions based on the foregoing are:

1. All five trends could have & significant impact on the issue and

p)

au
enforcement. Two, however, were determinad to be reactors and should be
monitored:! increased use of computer technology and cross culture impact.
Ze Actor events, the highest number of hits, predicted to have the most
impact on the issue and law enforcement are: technological  breakthrough,
legislation limiting salary and benefits, and mobile work fore and
professional licensing,

Pecause these actor events have mived effects, bhoth qood  and  bad,
they are excellent policy targets, and thereby instrumental in establishing

scenarios and policy alternatives.



EXHIBIT &

CROGS IMPACT EVALUATION - EVENTS V5., TRENDS

The events as established, will have a probabilifu factor that will
infiuence the five most important trends established by the group. If the
event actually occurs, the amount of change/affect on the +t*trend is as
follows:

1. If California experiences a depressions the PROBABLE AFFECT on:t

Increased use of computer technology . . . . . . +i@

Employee organizations and union demands . . . . +50

Public service vs. private service . .« . » « . . +25

Cross impact culture . . . &« . . &« « « & s « « . Unchanged

Fair, consistent performance appraiszals . . . . Unchanged
2. If California experiences legislation which limits salary and benefits,
the PROPABLE AFFECT ons

Increased use of computer technology . . . . . . Unchanged

Emplouyee organizations and union demands . . . . +8@
Public service vs. private service . . . « + . . +75
Cross culture impact &+ & ¢« & &= & 4 + + &« &« 2 « = \Unchanged
Fairy consistent performance appraisals . . . ., +05
3. If California experiences a technological breakthrough, robotics and

computers,

the PROBABLE AFFECT on:

Increased use of computer technology .

Employee organizations and union demands

Public service vs. private service . .

Cross culture impact & . . & ¢« &+ « « «

Fair,

consistent performance appraisals

“F A
i3

« = «» Unchanged
. . +50

+ « « Unchanged
« » « Unchanged

« » « Unchanged



EXHIBIT 6 (CONTINUED)

4, If California experiences the elimination of sthnic laws, the PROBABLE

AFFECT on:
Increased use of computer technology . . . . . . Unchanged
Emplouee organizations and union demands . . . . Unchanged
Public service vs. private service . « « . « « « Anchanged
Cross culture impact &+ . & = & &+ ¢« &« « « o . *+1i0
Fair, consistent performance appraisals . . . . +60

5. If California experiences a mobile work force and professional licensing,

the FROBABLE AFFECT on:
Increased use of computer technology . . « . . . +18
Employee organizations and union demands . . . . +1@
Public service vs. private service . . . . . . . Unchanged
Cross culture impact . . & &« &« « &« « &« « » « &« « Unchanged

Fairy consistent performance appraisals . . . . -10
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CROSS IMPACT EVALUATION -

EXHIBIT 7

EVENT ON EVENT

If California experiences a depression, the

Legislation which limits
salary and benefits . . . .

Technological breakthrouagh
{Robotics and computers).,

Elimination of ethnic laws

Mobile work force and
Professional licensing . .

YA
1o8%
. 1@
80%

PROBABILITY of:

Increases

Decreases

Increases

Decreases

To

To

To

To

99%

7@%

207

35%

If California experiences legislation which limits salary and benefits,

the PROBABILITY of:

3.

A depression . .« . o« s

Technological breakthrough
{Robotics and computers)

Elimination of ethnic laws

Mobile work force and
Professional licensing

If California experiences

387

1007

S 1. 4

80%

Increases To 5@%

Unchanged

Unchanged

Increases

Ta

5%

technological breakthrough, robotics and

computers, the PROBABILITY of:

4.

of:

A depression . .« o« s o«

Legislation which limits
salary and benefits . . .

Elimination of ethic laws .

Mobile work force and
Praofessional licensing

If California experiences the elimination of ethnic laws.

3%

7%

19%

80%

Increases To 4@%

Unchanged

Unchanged

Decreases To 78%

A depression .+« . . . .

3a%

Increases

-

1O

the PROBABILITY

35%



EXHIBIT 7 (CONTINUED)

Legisiation which limits
salary and bepefits . . . . . . . . . 70% Increases To 75%

Technological breakthrough
(Robotics and computers) . . . . . . 1B2% Unchanged

Mobile work force
Professional licensing . . . . . . . 88% Unchanged

5. If California experiences a mobile work force and professional licensing,

the PROPARILITY of:
A depression . . . 4 ¢ 4 4 e s o« s . 30% Unchanged

Legislation which limits
salary and benefits . . . . . . . . . 70% Increases To 90%

Technological breakthrough
(Robotics and computers) . . . . . . 1@8% Unchanged

Elimination of ethnic laws . . . . . 18% Unchanged



EXHIBIT 8

CROSS-IMPACT EVALUATION FORM

EVENT ’ TREND
EVENT | PROB- _
' ABILITY; E1 Ee E3 E4 E5 T1 T2 T3 T4 T5
E1 30% / +99% | +70% | +20% | +35% | +10% | +50% | +25% 0 0
N 1
fOER2 70% | +50% 0 0 +95% 0 | +80% | +75% o +5%
F | v . ! i
! N ! !
a, ! o, e ! l o, ; £ Mo,
E3 | 95% | +40% 0 ’ /\i 0 5 +70% | O +50% 0 0 0
/- N I
- i {
AN
E4 10% | +35% | +75% 0 /(\ 0 o | o0 0 +10% | +B0%
- }
N, '
\\ m—‘;‘ 1
A / ! o
ES 80% 0 +30% c | o / +10% ; +10% 0 0 -10%
i f
1 | t

EVENT 1 Depression

EVENT 2 Legislation which limits salary and benefits

EVENT 3 Technological breakthrough (Robotics and computers)
EVENT 4 Elimination of ethnic laws

EVENT 5 Mobile work force and professional licensing

TREND 1 Increase use of computer technology
TREND 2 Employee organizations and union demands
TREND 3 Public service vs. private service

TREND 4 Cross culture impact

THREND 5 Fair, consistent performance appraisals

80




SCENARIOS

The three scenarios that follow were based on the primary and/or
critical trends and events identified. taking into consideration the
forecasts, probability factorss and cross impact relationships. The best
case scenario was developed in light of research that indicates that the work
force of the future will be highly educated, computer literate, have more
female emplouees, have a more diverse ethnic mix with more minorities from
more diverse cultures, and in order to ensure excellence in law enforcement
organizationss it will be necessary to develop a performance appraisal system
that will develop individuals. increase their productivity and motivation and

integrate individual and organizational goals.

WORST CASE SCENARIC

it is evaluation time again for Officer Tom Foolery and neither he nor

his Sergeant. George Cookies, are much looking forward to the ordeal. The
year is Z@@8@. and many advances have taken place in recent uears. Advances
that have thrust law enforcement into an era of high technoingy.

Nevertheless, everdone in this large metropoiitan police department has come
to dresad performance appraisals. Perhaos this is due in large part to the
confusiaon that exists with regard to what is eupected of each emplouee. Taom
has  had numerous "run—-ins® with Sergeant Cockie, but when he receives Hhis
evaluation each years he is always rated "satisfactory®, Somehow none of
this makes sense. The whole appralsal process is just thaty a process that
must  be tolerated. but has absolutely no meaning. There are virtualliy no

eromotional opportunities availables so no one really cares if they improve




or "get ahead', because there is no where to go. Goals are therefores non-
axistent.

The evaluation situation is relatively minor, however, compared to the
other problems facing the department. The severe recession has led fto
numerous lay-offs, With seniority prevailing during the cut-backs and a
recent court case that upheld a white backlash decisiony, few minorities or
women are left in the workforce. Because of the reduction in personnel,
recponse time for other than a mador incidenty 1is averaging over two hours.
For this reason, private agencies have assumed most building security roles
and orovide personal protection to those individuals who have enough money to
pay for it.

As Tom and his Sergeant get together in the prisoner’s interrngation
roomy the location best suited for the required video taping of the appraisal
interviews, thew are joined by Herman Goodrep. Because of increased concern
for the rights of individual emplouees. a representative of the police
officers’ professional organization or union. is included in any meeting that
deals with an officer’s work performance.

For the records each participant identifies himself., giving the location
and date of the meeting. Officer Foolery is then shown the completed
evaluation form, that has been previously approved by the Department’s Chief.
The form has ten categories considered critical fasks, primarily describing
the duties required of a peace officer. Each category has been assigned a
check-off box. It for any reason Tom were to not meet the satisfactory
standard, a three-page addendum would need to be attached. This additional
document would then be studied by the officer and his representative and
grievances filed as appropriate. As in Jears past, however, Tom has received
all satisfactory ratings. He simply signs his name signifying that he has

received a copy of the form and the video tape, and the five minute meefing



is concluded.

Officer Foolery®s evaluation process is typical. Some y=ars agos  hils
Sergeanty, like so many others. discovered that it was much safer and easier
on  averyone to "not rock the poat®. Occasionallyy  in dealing with severe
emplouyee problems involving misuse of poiice powers, etc., Sergeant Cookise
has found it necessary to extensively document poor performance, bt

fortunatelu, these circumstances are rare.

BEST CASE SCENARIO

Joe Friday is a 1@ year veteran officer on one of California’s major
metropolitan police departments. As Joe can attest to, ushering in the Zlst
century has not been an easy job for him. nor for law enforcement in general.
Since the 198@’sy there has oeen a steady decline in the economy which has
iead to a "more work" with "less resources" situation. Technological
advances have, however, made the processing of work much easier. Officer
Friday’s patrol unit is equipeed with a state-of-the-art computer which can
give him an instant fingerprint/I1.D. confirmation along with a prioritized
plan of action to be taken with regard to his suspect. This adiunct has
proven to be almost flawless and is credited with preventing the development
aof many potentially volatile situations.

Joe 1is about to receive his annual performance appraisal from his
supervisor, Sergeant Sally Short. There should be no surprises for Officer
Friday because his evaluation is an on—going process. During the past year,
there have been manyg occasions when he and his supervisor have reviewed his
goals., accomplishments, strengthsy and weaknesses. In fact, just two weeks
agos Sgt. Short met with him for the purpose of planning for fthis annual
appraisal conference, and answered any auestions he had about his recent work

parformance and the gelf-aporaisal form that he fills out prior to  the
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conference. Additionally, each position, inciuding Joe’s police officer
classification, has a well-defined Job description includes a list of
critical tasks, and performance standards. These were developed bu a fask
force comprised of a diagonal siice of the organization’s personnel with
input from representatives of employee organizaftions and unions.

Pecause she is female and of Asian decentsy Sally is ong of the
fortunate employees who has been given special consideration for promotion.
In her two years on the forces she has been encouraged to complete all the
necessary educational reauirements to qualify her for advancement. Extra
time and preferential coaching have been provided for this purpose as she
fits into the "equality in the workplace®, mandated program. In return,
Sergeant Short is committed to being a good supervisor and attempts to follow
departmental procedures and policies.

Sally has received extensive training with regard to the performance
appraisal process and is confident in carrying out her responsibilities.
Because of her excellent wors in this area., she has been nominated for a
Departmental Outstanding Performance Award.

A location free of distractions and interruptions has been designated
for the performance appraisal interviews; so as 5allu and Joe enter this room.
the "DO NOT DISTURE - P.A. INM PROGRESS' sign is placed on the door. An
atmosphere of trust and openness prevails, thereby encouraging two—uway
communication.

As  bally listens, Joe talks about his strengths as ke has identified
them. His Sergeant contributes any additional observations she has made.
They both discuss areas where any improvement in performance is needed, areas
where Joe may not uet have achieved excellence. Officer Friday also shares
his thoughts about problems as he sees them. and they both review possible

this time. Joe is very concerned about completing his master’s degree 1
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public administration, as he plans to file for the next promotional
gxamination, and that is a requirement. Sally is able to provide nesded
encouragement and a plan is put together to help Joe reach his goal.

The interview is concluded with each participant reviewing what has been
accomplished, entering final remarks on the one-page supervisor’s form, and
placing the finished self-apepraisal and evaluation forms into the computer
input pneumatic tube. Although the interview has taken approximately one
hour, both Sally and Joe agree that i+ has been time well spent. Thair
feelings are a reflection of the same sentiments expressed bu top management,

who are committed to the performance appraisal sustem. It has proven to he &

key component in the success of the organization’s human resource management.

MOST LIKELY SCENARIO

in the hub of one of California’s largest metropolitan police
department®s buildings, is the briefing room, where the swing shift is about
to finish receiving their report. There is a good deal of noise and
commotion, but in the midst of the crowd Sergeant Blue is overheard to  szau,
"Hey, Oliver, I want to see you in the sergeant’s office in five minutes”,
The cackles and comments start to fill the room, everyone including Oliver,
wondering what he did wrong this time. Officer Swayback’s partner casually
sadss  "Your turn in the barrel®, as he heads for the door leading to the
parking garage.

Officer Swayback reports to the sergeant’s office as ordered and
requests  permission to enter. Permission is granted. The room iz the
standard run—of-the-mill office furnished by a budget-minded administrative
staff. It is too small for the amount o0f desks, file cabinets, and
miscellaneous equipment needed to support the operation, Originally

designed to accommodate six personss the room is now eauipped for ten. Three



other supervisors are present, in addition to Officer Swayback and his
Sergeant, Pilly Plue.

Billy hands Officer Swayback his annual evaluation. Sergeant Blue is as
prepared to give this appraisal as anyone might be. He received one hour of
training on performance appraisale 3 years ago, howevers the form has changed
twice since then. Nevertheless, the form has been filled ouft and
appropriate number values have been assigned to ten different critical task
cateqories. Not a great deal of effort is required to fill out the form as
most of the numbers are self-explanatory and Sergeant Blue has reviswed these
with his fellow sergeants and thew had no additions or corrections to make.

Due to the many technological advances in the 1998°s, the year DO@
finds most of the routine police activities computerized. Sergeant Plue has
found this documentation of an officer’s daily work to be helpful in
compiling an annual report of an officer’s quantity, and to some deares,
auality of work performance. At any given time, a print-out of an officer’s
number of reports completed, correction rate of those reports, outcomes of
public contacts and court cases, are also available,

On the other hands, Oliver has opportunities to provide his own input to
the aopraisal. Approximately six weeks before the review date is dues each

officer is given a self-appraisal form *o be handed in at the time of the

evaluation conference. If Officer Swayback really wants taoy he can list one
or two goals that he would like to accomplish. If thig is done, then his
supervisor is obliged to help him establish a plan of action. Pecause this

part of the performance appraisal process can be very time consuming and
generally has been found to be just extra paperwork, onlu the most ambitious
officers decide to participate in this portion,

Sergeant PBlue hands Officer Swauback his evaluation and says. 9"Sit down

Oliver, here’s your P.A. - ftake a minute to read i+." Just then the phaongs
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rings and GSergeant Plue becomes involved in a lengthy conversation with a
complaintant.  About ten minutes later, the Sergeant apologizes for the delay
and tells Oliver he’ll be "right back" as he needs to leave the office o
inspect some damage to a patrol car. When he returns some 43 minutes later,
Gfficer Swayback is sitting in the same place as where Pilly Ieft hims, only
now he 1s reading a newspaper. The two make an effort to determine where
they left off, but the distractions have proven to be too much and they both

agree to submit the evaluation as is, without any further comment.



POLICY CONSIDERATIONS

The following policy considerations must be planned for, in order o
ensure the proper implementation of the desired change. With regard to each
of the scenarios postulated and the trends and events used to formulate them,
the following policy considerations are given as a means to better prepare
for the future:

e Develop a performance appraisal sustem that clearly defines its purpose
and outlines how often appraisals will be conducted.

» Develop a performance appraisal system where the most critical tasks of
the Job to be performed are to be the most integral part of the performance
standards.

) Develor procedures that ensure that supervisors and employees  work
closely together in both the development of the performance standards
themselves and later, in the application of these standards.

] Develop a performance appraisal system that is quantifiable for
computerization purposes and efficiency in processing.

[ ] Support a performance appraisal system that rewards appraisers for doing
a good job and holds appraisers accountable for not doing a good Jjob.

. Develop cultural awareness classes that compliment the appraisal PrOress,
for all employees.

. Develap performance appraisal system audits to ensure appraisals are

accomplishing what they are suppose to accomplish.

] Establish top managemsnt’s commitment to the performance appraisal
system.
e Establish performance appraisals as the key links in overall hiuiman
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resource management strategy.

e Develop +training and orientation for all employees, rater and ratees
alike,

s Deveiop alternative ways to reward employees for goaod performance: Ad hoc
committeesy, training assignments, sabbatical leaves, sducational leaves,
educational incentives both on and off the job.

] Develop an xtensive public relations program to inform public of
accomplishments and cost savings.

L Ensure that self-appraisal and participation are integral parts of the
performance appraisal system.

e Develop an appraisal format that is directy, concise, and simples and
which minimizes paperuwork.

] Design the performance appraisal system to ensure that the format at
ieast gives vrecognition for minimally successful, fully successful  and
outstanding rating elements for each performance standard.

] Develop a mutual goal-setting procedure for all performance appraisals.

] Develop a procedurs to include emplouyee organizations in  performance
appraisal negotiations and give them a voice in the establishment and
implementation of the performance appraisal sustem.

® Develop procedures to deal with emplouees who do not meet satisfactory
performance standards. These should include provisions for  training,
counseling, and documentation.

e Ensure that the performance appraisal system meets legal requirements of
durisdiction and federal and state laws.

) Develop educational, training and participation programs fo overcome
internal organizational barriers and resistance to changs.

) Determine the necessary supervisorial interpersonal skill training needed

to conduct the performance appraisal, negotiate emplouyee performance
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contracts,y and counsel and provide feedback to subordinates for their grouwth
and development.

. Ensure that the performance appralsal system is comelementary to
supervisory efforts and management style.

o Develop a policy and procedure manual for supervisors.,



STRATEGIC PLAN
SITUATION

The evaluation of a worker’s performance and the outcomes of this
appraisal processy are of major concern in todau’s warkplace.111 While
organizations and employees alike have significant misgivings with regaro &g
many aspects of their performance appraisal sustems, these concerns arise out
of a much broader set of events and trends called, for purposes of this
project, the environment.

The first category of trends that will have an affect on a worker’s
performance and the subsequent appraisal and will require change in
organizational structure and process are social trends. These include
movements toif shift strategic resources from financial capital as the
industrial society knows it, to human capital in the information society and
the decentralizing of organizations causing them to become flatter and leaner
with less levels of management. Specifically, there will be a whittling awau
of middle management. World-wide, middle management has shrunk more than
fifteen percent from 1979 to 1987. With today’s computers replacing middie
managers at a much greater rate than robots replacing assembly line workers,
it is projected that wmiddle management will become obsolste by the uear
e, Far example., in 1975, there were an estimated 1@ candidates for
pach mid-caregr vacancy. Py 1985, there were 18 to Z@ candidates for sach
vacancy. Shortly before the year 2008, it is estimated that there will be in
excess of 30 candidates for each Dpening,112
Alsos, by the year Z0BO, organizations will be designed with greater

amounts of self-regulation. Therefores training and education will taks on
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more importance because people will have to adaept more readily to change in
their lives and careers.

Technological trends, asz evemplified by the extraordinary proliferation
of computers and robotics in the 19887s, promise to continue to significantiy
impact the future of the worker’s job and the performance appraisal process.
The following statistics expanc upon this statement: eighty five percent of
the nation’s public schools currently use computers in the classreom;113
ninety one percent of the people who use a computer at work say it has
improved their work ccnditions;114 by the year 1990, fifty three percent of
all homes will have computers; 115 and computer science is the number one
aoal for today’s teenager.115

Computers are here to stay. From the abovey, it can be visualized that
most of the work force, if not already, will become accustom to seeing and
processing suystematic computer information. In fact, it will likely demand
this tupe of information because of its =ase of processing and assimilating
every day data.

The increased use of computer technology should enable law enforcement
organizations to computerize critical job tasksy performance standards,
behavioral statements, and rating scales. This will certainly have &
tremendous influence on the performance appraisal rater and ratee in helping
them to more easily make objective guantitative and gqualitative evaluations
of work performance.

Additional technological advances, such as the merging of the computer
with the telephoney will certainly increase law enforcement’s communication
capabllities in the future. Computer technology wiil give law enforcement
araganizations the capabilities to very rapidly process and utilize vast

amounts of information. These abilities will spill over into the performance

appralsal process. Already there is a computer program designed specifically
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law enforcement agencies’ praoblems will cause an economic as well a
political battle, with training requirements, responsibilities.s non-iethal
weapans, and efficiency and effectivenese, being some of the keu issuses.
Another economic factor to consider will be the professionalization of
police officers. This might require licensing by the state and no doubt

create certain educational requirements for an officer to obtain and maintain

a license. Police officers are human beings: not unthinking and unfeeling
machines. Often they have a strong sense of dignitdyy a desire to take pride
in their work, and a uearning to participate and bhe treated as

professionals.121 A trend toward ocrofessionalization of police must,
therefore, Dbe addressed by the organization. This could conceivably lead to
undetermined expense, 1f the agency intends to provide financial support for
thiz t{rend. It is projected that any modern law enforcement organization
which minimizes this issue, will encounter serious difficulties.

The abilifty to predict social. technological., economicy and political
events will depend on successful human resources management: knowing the
employees and being able to integrate individual and organizational goals.

YA significant number of (human resourcel trends already are well
established and are gaining in momentum. These include:

1. The increased demand for new management technigues such as open  work
systems, quality of worklife programs, guality circles, and participative

management techniques.

o

Z. The increased demand by both whitz and blue collar workers for o
security.
3. Better programs to identify high potential, fast track candidates early
in their careers and to provide more effective reward sustems to ensure their
retention.

4, Technology changes which are expected to provide demand for new skilils



as an adjunct for use with performance appraisal. As previously mentioned in
the Research Outcomes: Technolooy section of this project, the C.A.P.E.
program has been successfully used for this purpose.117

Diverse economic trends will continue to influence the organization and
its processes. Over the next 14-Z@ years. one aof the driving forces for
major structural changes in law enforcement will be the economy. Government
at everu level will be forced to seriously reassess what services it
furnishes to the public. Guch reappraisals may not bhe popular with
constituents who seem to always want more for less.

The ability to provide financial rewards to enhance performance will be
sharply curtained by a declining economy which is moving from an  industrial
to a service orientation,

The realities of a service economy will require a manager tot allouw
for greater emplouee participation in planning and decision making, accept
the concept of flexible work hours and work at home as possibilities, and
with the help of top management and the emplouees, restructure jobs to allow
for a sense of achievement and productivity. The fact that the more a Job
involves service, flexibility and creativity, the less it is truly
controllable, will need to be understood.118

Each organization must also be able to recognize that many good people
will not vemain with their particular agency for more than 5~10 years before
moving on. 18

The predicted economic crunch will also result in the increased
civilianization of many police functions. Py the uear Z00@, there may be as
high as a 5@/50 ratioc of civilians to police officers, 10 This
civilianization trend may., in turns lead to an increase in private security

forces, who some say can do most police duties, particularly security-type

functions, cheapery and magbe even better. The resultant private vs. public



and careersi hence the expansion of carsger paths and increased on-the-ich
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counseling to develop the required superisnce for general managers, strategic
slanners and technical personnel.

3. The already shrinking numbers of high caliber technical and management
candidates graduating from colleges in the coming decade.

& Internal technological obsolescence within organizations  and the
resulting effects on the anticipated growth and decline of different seaments
of the organization, with the need to re-train and shift human resources
rather than freat people as a commodity to be bought and soldy hired and
fired, at the will and discretion of management.

7. The impact of the trend towards a less mobile work force due to  high
housing costs, dual careers, and changing career and life values,

2. The increased use of vrobotics and office automation +o  increass
productivity andy, as a vresult, the development of new technigues for
maasuring white collar productivity and for providing more meaningful
appraisals and rewards more closelu linked to performance.

7. Continually increasing professional eupectations in the ranks of incoming
and currently employed women and minorities, and the need to ensure a
aualified pool of in-house candidates for management positions.

1@. Increased union drives for both hlue collar and white collar

ot

organization as a result and response o the massive lau-offs of +he early
198@° sy expected continued high levels of unemplouymsnt through the mid-1988°s

and worker digssatisfaction with the higher feelings of Jjob insecurity caussed

by company mergers and cost-cutting practices.
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ii. Continued shift in the work ethic and a greater demand of all
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more free time and Job flexibility to pursue personal and leisure

fquality of life" versus just "quality of worklife.”
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12. Growing loss of public confidence in the image. vroles, and resp
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of business and the need to take a more pro-active role in  improving  the
image and attracting higher caliber and sthical managers who have a higher
ievel of sensitivity to people and practice more human—centered management.
13. Forecasts of long-range critical skills shortages and the need for
improvement of the means for rapidly and continuousiy up—grading engineering
and technical skills.” 122

5till another trend to consider is the potential for growth in employee
oraganizations and unions. To date, unions areatest successes have been in
the public sectors. Labor unions are anxzious to offset a massive erosion of
their membership in manufacturing with new recruits, earticularlu from the
white collar and service fields. Realizing that dissatisfaction among
emploveesy especially women, could provide attractive opportunities for
increased membership, unions have earmarked millions of dollars for this
effort. 123

4s is well known, unionization efforts are triggered by employee
complaints that they have no way to be heard. Employee organizations will,
therefore, he carefully monitoring the manner in which the information
industru handles issues such &s .Jjob securitu, work environment, obligatoru
overtime and individual production demands. Of special notes is a recent Lou
Harris pole in which fiftu-five percent of respondents said that a young
serson who got an office job as an hourly worker would be better off in terms
of wages, security and working conditions, to Join a union.

Management must be concerned with worker satisfaction and attempt to
rreate a Job environment where this can be fostereds while still achieving a
worker effectiveness goal. Additionallys open communication. according ta
Goodrich and Sherwood Co., can combat an employee’s lack of commitment and
124

alienation from the Job.

Iin his paper, “Achieving Excellence', Jan Duke stated: '"Practically



everd chief interviewed gstated that police unions might be the greatest
stumbling block to police agency’s desiring excellence, " 129

Quality, not productivity, is the challenge for today as well as +the
future. Consumers will Judge what quality is. The first goals of law
enforcement must therefore be customer satigfaction. Juality service will bhe
the competing factor in deciding whether to employ public law enforcement or
private securitu police.

Tomorrow’s work culture will include more of fthe following entities:
autonomys communications/information, participation, informal/synergistic
relationships, creative/high-performing norms, performance/productivity with
automation, enhanced aquality of work life. technically oriented, research and
126

development, and entrepreneurial spirit. Other trends with regard to the

predicted work culture are: Information orientation, work time flewibility,
and part-time work and work sharing.127
The workplace of the future will have a great deal of competition for
the best employees. Organizations that can provide an atmosphere in  the
workplace that fosters those gualities the worker is looking fory will
attract the most talented people.128
In concert with the above workplace trends, the managers role will be
one of coach. team builder, and expander, ve., controller of people.129
Trends related to the complexicon of the work force suggest that it
will!: be oclder, more middle-aged with fewer dounger workers. be dominated by
the "baby boom generation',s have more women in Jjobs with more women entering
newly created Jobs, have a more diverse ethnic mix, be hetter educated and
informed, have more alternative living arrangements,ivs., the traditional
working married male with a non—working wife and 2.5 children}s want more

immediate gratification from work, want to participate in decisions

concerning  their work, want work to help meet their individual needs for
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el f-eupressions and utilized their current and future capabilities, have

W

r
increased focus on self-fulfillment in and ouftside of work.,. have a greater

resistance to authoritu, controlsy and lack of choicess and be disappointed if
the organization does not have the ability to meet their individual need5.130

In addition to the above, the new work force will have some inherent
areas of concern with regard to eguality in the workplace. Minorities, women
and the Fhandicapped will struggle to combat discrimination in the areas of

hiring, retention and promotions. Legal and illegal immigration is currently

the cause of neariy half of the US population growth and not since the decade

1911 - 1928 has immigration played so significant a role in US population
shifts, Hispanics are having a great impact on society, particularly in
California where they represent thirtu-five percent of its population. By

the year 200@, Hispanics will total 3@ to 33 million or eleven to fuwelve
percent of all US residents. California is home to sixty-four percent of the

country’s Asian5.131 It

is no wonder then, that the diversity of the
workforce will especially be seen in California.

Because of this, an effective performance appraisal system is an
absolute necessity. Without a system that is relevant, sensitive, reliable,
acceptable, and practical, it is impossible to meet the needs of the
individual and the organization and still withstand the scrutiny of the iaws

and all of its ramificati9n5.132

RESOURCE ANALYSIS

This project’s auestionnaire rvesults from 127 epragentatives of

-

various law enforcement agencies, indicats that all are presently doing
performance appraisals and have some tupe of a performance appraisal system.
Additionally, most respondents perceive a need for change in  their

performance appraisal systemsy by  the usmar 2082, as evidenced by the



considerable differences between responses in  the 1987 and year 2000
sections.

This does not mean all systems are not working or that all fhe
components of the present sustems should be changed. What is does suggest is
that California law enforcement is pro-active and realizes that the present
systems will not meet the needs of the future work force, nor accommodate
technology and management dunamics in the uear Z088.

Utilizing the WOTS UP analysis format, see Exhibit 9, and considering
the oresent position and ability to change concests with respect to
California law enforcement agencies, it can be determined that California law
enforcement. with its pro-active leadershie. is well suited to the plan.

This premise is based on the assumption that top managemeni of a
particular agency will make a firm commitment to the suggested performance
appraisal system. This commitment must include time and ftraining.

This assumption is validated by auestionnaire rESPONSEE. A1l
respondents indicate that they are constantly trying to "fine-tune”® thair
performance appraisal system and are not satisfied with the status—quo.  Many
have even hirved consultants in an effort to improve their sustems.

California law enforcement, as a whole, 1is looking for answers and
appears to be receptive to and desirous of change. Alsg, the administrators
appear to be willing to commit money, time and people. Pased on received
responses and suggestions coming out of this project, it appears certain that
California law enforcement is not only able to accommodate the plan. but is
above average in the following capability categories: manpowers technology,
top management commitment, organizational climate and organizational
competence.

& potential viable c¢entral resource for needed Job descriptilons,

critical tasks. performance standards and a generic performance appraisal

Y



EXHIBIT 9

RESOURCE AUDIT - WOTS UP ANALYSIS

Opportunities

Increased subordinate

participation:
Pre—-conference
Self-evaluation
Goal-setting
Target sessions

Defined critical taske and
performance standards

Increased feedback on
management expectations

Rewards for appraisers
Increased Communications
Increased trust and openness

Increased productivity,
motivation and morale

System evaluation

Strengths

Pro-active management
Experience with PA sustems
Commitment to training
Training programs

Highly sducated personnel

Threats
Loss of privacy

Internal resistance
to change

Employee organizations
Economy
Pplitical pressures

Legal challenges

Weaknegses

Close camaraderie
leading to rater errors

Lack of clear—-cut
performance standards

High degree of uncertaintu,
complexity and difficulty
of tasks

No external certification

Lack of financial rewards



form might be P.0O.5.T, It has the in-house expertfise necessary to assist
departments in developing a performance appraisal system based on  the
recommendations and findings of this or zimilar projects.

The copportunities for law enforcement are numerous. Most important is
the opportunity for increased subordinate participation, by having: a pre-
conference with the rater, completion of a self-evaluation form, mutual goal
satting with rater target sessions every 3 months to discuss progress  and
problems, involvement in defining critical job tasks and job standards,
regards for raters who excel in performance evaluations and subordinate
development., system evaluation to ensure organizationaly, individual and legal
satisfactions.

The threats fo law enforcement include: ioss of privacy due to
computer documentation and solicitation of citizen satisfaction and internal
rasistance to change by both the rater and the ratee. Addditionally, some
supervisors and employees dislike performance appraisals because of the
necessary  evaluation, goal-setting, expectations and confrontations it
necessitates. Employee organizations may see any change in  performance
appraisal as a bargaining issue or an infringement on their members rights.
Further, the economy may also prevent the use of training funds or freere
hiring or firing of employees. Political pressure may be brought to bear on
performance appraisal systems because of some special grous  interest and
there 1s always the possibility of legal challenges. Since performance
appratsals fall under the same federal guidelines as selerction crocedures,
poor performance appraisal systems could lead to costly court battles, 133

The strengths of law enforcement include pro-active management and
leadership, as mentioned earlier. Additionally, this project’s questionnaire
respondents clearly indicate a need and desire to have effective performance

appraisal systems. They are willing to commit resources to  achieve the
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desired results. Mozt law enforcemert Jjurisdictions have had uears of
experience with performance appralsal sustems. and as such, has recoanized
and documented the need for them. Agencies appear to have a commitment +o
training and many training programs for law enforcement SUPBrViSors  ang
management are already in existence. Far example, newly aAppointed
supervisors and managers are required by P.0.5.T7. regulations +to attend
training within a certain time period after promotion. Certainiy not the
least of law enforcement’s strengths, is its high regard for formal and

continuing education, for all levels of personnel.

The weaknesses of California law enforcement are prevalent in  all
present  performance appraisal systems. First and foremost is the close

camaraderie among fellow officers which contributes +to bias in the
performance ratings, and tends to encourage supervisors to  rate everyone

T
i

"satisfactory® or above. here is also a lack of clear—cut performance
standards. When asked to rate a police officer as Yabove average” or "helow
average', 1t is legitimate for the supervisor to wonder what represents
"average". Does an average rating take into account the amount of experience
the employes nas? Is one supervisor’s rating of "above average' performance
the same as another’s? Morale among emplouees may be seriously damaged by
these auestions. In addition, there is typically no easy way of assessing the
reliability or validitu of the ratings made bu supervisors.

Police work, like other professions, is characterized by a high degres
of uncertainty and complexity and a great variety in the range and difficulty
of tasks that must be performed. Any valid performance appraisal training

musts therefore, be gensitive to this wide range of task compiexitu. It is

sasy for employees to do just enough to *:

m
~
T
1w

There is no external certification of law enforcement agencies or their

perfarmance appraisal systems, There is also relativelu little, if anyg, input

1@



provided by the clients » or citizens served by law enforcement. For
example, there are limited user (client! surveys and nao scientific validation
for police performance assessments. Finally, there is absence of or lack

of sufficient financial incentives to reward good performance.

STAKREHOLDERS ANALYSIS

There are several important groups who may be affected by this proposed
change., Some personnel may fall into different groups at different times.
1. Law enforcement officers: will be strongly impacted by this change.
reaquirement of self-appraisal, mutual goal-setting, and pre-conference will
necessitate more particieation on their parts in the performance appraisal.
Some officers resist participation, dislike having to establish goals andg
prefer to be "told® or directed. Mosty, however, will welcome the opporiunitu
for additional input into the appraisal process. The knowledge that they ars
being rated on critical tasks by specifically defined performance standards
should also contribute to the creation of a climate of trust and cpenness  in
the work environment.

Ze Law enforcement supervisors wiil, for the most party support a
rerformance appraisal sustem which is objective and simpls. They may resicst
daily computer documentation as they now resist daily recordation on
prescribed forms. They will be supportive, however., if top management is
committed, if they have input to the formulation of critical +asks and
rarformance standards, and are properly oriented and trained.

3. Employee organizations. Since emplouees organizations are created to
represent the interest of the members.the possible impact of this proposed
change on their memberships will be no daubt, closely monitored. Epecific
collective bargaining agreements would certainly play a large role in  anu

influence employee organizations would have on this change in employee

P



evaluation, If approached properly with the employee organizations being
actively involved in the design of any sustem, they could be convinced of the
anticipated benefits of the changes and become supportive.

4, Top management will have the greatest impact and influence on effecting
the desired change. They will be supportive of the change 1f they are
convinced 1t will Iead to greater worker satisfaction, efficiency, and
effectiveness, Additionally, the increased interaction and communications
betw=en appraiser and subordinate. will enhance feedback, reinforce
evpectations and enhance management’s vision of organizational purpose and
nbjectives.

3. Personnel administrators/human resource directors are responsible  for
management sustems of the appropriate entity, be it city, county or state
level, should be supportive of this proposed changs within the law
enforcement department. Any change that will reduce rater error, is non-
discriminatoryy, and legally defensibley, and hetter fits into the overall
human resource management strategy, should receive their support.

6. Finance administrators should be expected to resist any chanage that could
require additional expense without strong justification of need. Since it
would be difficult to show direct cost benefit results, law enforcement
administrators should stress the long term effects of increased productivity,
employee development and reduction of employee problems.

7. State, county and city political entities, frequently get involved in
parsonnal matters through lobbying of special interest groups. They,
however, will be supportive if law enforcement adminisirators brief them on
the advantages of the proposed performance appraisal system. Additionally,
legal counsel to these political entities, such as the attorneu generaly city
attorney, county counsel, will reinforce their support if the legal benefits

of the new sustem are fully explained and appreciated.
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STRATEGIC PLAN
MISSION

The mission of California law enforcement organizations in general, is
to preserve the public peaces erotect citizens and their property, and
enforce the statutory laws of the state and local jurisdictions.

To assist organizations in the accomplishment of this greater mission,
the oghjective of the change in the performance appraisal system is to provide
the highest possible level of service to the public. All emplouees should be
involved in a constant pursuit for excellence. Theraefore, 1t is imperative
that the productivity, efficiency and ffectiveness of organizational
operations be continuwally evaluated and improved, so that the provision of

general law enforcement service is enhanced.

£



STRATEGIC PLAN

EXECUTION
ALTERNATIVE CONSIDERATIONS
An  analysis has been made of the environment that law enforcement
organizations are functioning in today. This analusis included trend and
event forecasts and the development of scenarios based on these forecasts.
Guesfionnaire results from 127 law enforcement administrators, depicting
present performance appraisal systems and prodections of  what
performance appraisal sustems should be
Pased on the above,

future
comprised of. were
there appears
performance appraisal

i.

als

a

considered.
sustem.

to be three alternatives for a future
Alternative:

Keep the Status—Quo
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changing work 1
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the uear Z2000.

2 dlternative:

and

“Performance

Eliminate Formal Performance Appraisals
appraisals
Appraisers

are

about

as
hate giving them,

beloved as
subordinates
prersonnel

I.HR.G.
diglik
peorle who have to shovel

=

audits.
2 receliving themy and the
the paper work bliczard they generate,



often aren’t crazy about them either.®
Although the above aquote seems to be gxtreme, there are thoss who

advocate the elimination of performance appralsals. were 1s evidence fo

suggest that most performance appraisal systems are more noteworthy for  the

. N s « 136

anger they create than for the resulis they achieve.
Some type of performance appraisal is necessary of course. They are

required in all law enforcement organizations and lesgally fied to hiring,

firing and promotional policiesz, age, sex. and race discrimination policies.

More importantly, most appraisers and subordinates believe that performance

. . , ‘ . . 13
appraisals are necessary and benefit the organization and the individual. 7

This alternative woulc require legislative action and would be
digsastrous to the total human resource management strategu, as will as

diminishing the professionalism of law enforcement in general.

3. Alternative: California Law Enforcement Organizations édopt the

Performance Appraisal System Outlined in this Prodect,

This alternative recommends a performance appraisal system that is
reilevant, sensitive, reliables acceptabls, practical and computerized. This
system integrates individual and organizational needs of law enforcement {n

the uear Z00@.

ALTERNATIVE SELECTION

The recommended course of action is to adoept the performance appraisatl
system outlined in this prodects and summarized in alternative 3, above.
Relevant +to this selection. a rasource assessment was conducted ang
stakeholders identified. The objective of the proposed change to  the
performance apprailsal system has been integrated into the mission statement,

as well. To achieve that objective, certaln strategic actions must bDe
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STRATEGIC ACTIONS

i. Secure commitment of top management. Without a firm commitment from an
agency’s top management, there is no chance of effecting the changs. Thiz
commitment must  insure {hat there is a clear linkage between performance
standards and organizational goals and that there iz a correspondence betwsen
critical job elements identified through a job analusis and the dimensions to
be rated on the appraisal. " It is management’s recponsibility to =tate a=
clearly as possible, what counts.®
2. Establish performance standards which translate the Jjob reauirsments
identified through Job analysis into levels of acceptable/unacceptable
emplodee behavior. This should be accomplished by a task force consisting of
top management, middle management.s supervisors, and officers.
3. Provide for periodic maintenance and updating of Jjob analusis,
performance standards, and the entire appraisal system. Should the appraisal
sustem be challenged in court, relevance of the system will be a fundamental
consideration in the arguments presented oy both sides. Both scientifically
and legally it is the "sine qua mon® of appraisal 555tem5.138 This can be
done by periodic audits of the performance appraisal system, probably carried
out by the personnel section.
4, A rating sustem must be established to distinguish who the high, middlie,
and low performers are. The goal is to be able to discriminate betwesn
madiocre and aood performers. It is also necessary to idenfify individual
who are not meeting performance standards, document that fact, ard take
necessard remedial actions to insure impraovement. A task force should decide
what type of rating scale the organization will use.

Critical Job tasks and performance standards should be computerized.

Numerical results and observable behaviors would then be put in dailu., by

each officer and supervisor, The computsr would alsoc randomly select ten fo
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ifteen percent of officer contacts and survey these clients ag +*o fow  the
officer performed. ddditionally. court Cases won  Or  I0ET. DrOopsvrity
recovered, etc. woulid be recorded. At evaluation times the above

information would be taken from the computer and attached to the performance

appraisal form. This computer erintout would form the basis for the task
rating.
5. A task force should then develop a form suitable for the organization.

it is hoped that a somewhat standardized forms one that could be duplicated

on a3 word processor. could be used by all of California law enforcement.

This form should be as simple as possible to minimize paparwork, and should
witimateiy be approved by F.0O.5.7. The following components are key to the
success of the system, however, as mentioned previouslu, the "form® itself ic
® There must be a pre-conference held between the appraiser and +tha
subordinate to explain and discuss performance standards, clarify anuy
problems and relate sypectations. The pre-conference should also be used to
Bxplain and give the self-evaluation form to the subordinate.

"] There should be a self-evaluation of performance by the subordinate.
This must be done before a final appraisal Judgment is  reached. Fesearch
strongly suggests that the more active the subordinate is  and the more
influence the subordinate has on the appraisal process, the more likelu it

. Ly N . . - . - . . . 32
15 that the appraisal process will meet ail of its 0b4ect1ves.1”9

. There must be mutual gpal-setting. Goals should be established by
subordinate anc approved by the supervisor. Every smplovee shoulid have at
least one, but no more than two goals. There ares too many organizatieonal

and individual demands that must continually receive attention and be met,

b

Therefore. any more than two, 15 not realistic in our dynamic world of

1

changs. This gopal or goals should e related to  the subordinate’s

10
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Y an action alan must th3- e des

® Target or follow-up sessions,

review progress,  intensify efforty modify or

are beyond the subordinate’s control.

. a4n  appraisal  interview must be held to discuse the final aporaisal.
Mutual agreement or at least understanding should be reached. Additional lu.
pay and career development should be discussed. Evern if the organizatio

useps  the assessment center to determine who is or is not oromoted. carear

development and opportunities should at least be discuss

11}

d. The performance
appralisal thus becomes a key component in the organization’s oversall  human
resources management strategy.

. Strong consideration should be given to having the performance appraisal
administersed every & months., More freaquent feedback is highly desirable in a
constantly changing environment, both for the individual and the
arganization.

® A special Iocation for the performance appraisal interview should be
designated. It should be privates, comfortable, pieasant and insure minimal
interruption.

[} The performance appraisal system must reduce or eliminate any halo
effect. bias, or prejudices be praoven valid and reliable, meet the iegal

uge a method of guidance and

et

aspects of performance evaluation, ing
development, and be quantifiable for computerization purposes and efficisncu

. . 140
in processing.

6. A training curriculum and orientation program for all employees should bhe

developed. If subordinates are to become an active part of the appraisal

process  theys and not Jjust the appraisers.: need training and grientatico

o |
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Part of the training must include cultural awareness.

7 An  assessment of the cost of the sroposed change should be prepared.
This should be done to estimate the cost of the training curviculum  proposed
and any additional emplioyee time that will be utilized in the performance
appralsal process. From this amount, the estimated cost saving of using a
computerized system, behavioral descriotive statements and any existing
training programs, should be deducted.

8. It should then be determined if funds are available to i1mplement fhe
suggested process or 1f a budget increase request is requirved.

3. The proposal should the be presented to the employse organization(s) for
review and input, Their input into the formulation and design of the
proposed performance  appraisal  system, plus the obvious benefits to
supervisors and subordinates should gain their support.

18, The proposal should then be presented to the personnel administrator
authorized to change performance appraisal reauirements/policy. If this
authority is vested in the Chief of Police or Sheriff, etc., this step can be
deleted.

11, The proposal next goes to the finance adminisirator. This would
normally be accomplished via the budget process.

12, Lastlu, the performance appraisal system change should be presented to
the political entity stressing the advantages of the proposal in terms  of
oojectivity, legal requiremenis, productivity, motivation, morale and

organizational and individual goal attainment.
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STRATEGIC PLAN
ADMINISTRATION AND LOGISTICS

Most law enforcement agencies presently have the resources to implement
the recommended strategy. The computerized program suggested could be shared
on a state-wide basis. Most law enforcement agencies are presenfly wusing
some tupe of a computer system, af least for record keeping. By the uyear
2ped, it is estimated that law enforcement agencies will have compuferized
all facilities and patrol vehicles. All officers will be computer literate
and most will have some tupe of computer in their home. All reports will be
done on portable computers. Therefore, the computerization of performance

appraisals should not be a resource or logistical eroblem.



STRATEGIC PLAN

PLANNING SYSTEM
The planning =ustem to be used “or strategic and fransition plan
implementation is issue planning. The forecazt for this human resource

management issue indicates that the future offered predictable threats and

]

opportunities, (3 on a rating scale) and we can expect occasional changes {

on turbulence rating scale). See Exhibit 10.



EXHIBIT 10

PREDICTABILITY/TURBULANCE SCALE
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STRATEGIC PLAN

IMPLEMENTATION
The implementation eplan will cover the negotiation strategy and tactiecs
necessarg to win stakeholder approval for the necessity to change the

performance appraisal sustem.

NEGOTIABLE ISSUES

i. Computerization of the performance appraisal for subordinate deveiopment
and measurement of productivity.

2. Target sessions - how often they should be held?

3. Performance appraisal -~ how often they should be conducted?

4. Number of goals - how many should be established and should there be a
limit? Should it be a requirement that every subordinate have at least one

goal?

NON-NEGQOTIABLE ISSUES

i. Pre-conference between appraiser and subordinate. This is necessary to
establish rapport between appraiser and subordinate. It also creates an
environment of trust and openness that is so necessary for performance
appraisal success.

2. Self appraisal. This is an absolute reaquirement for two purposes: if
the subordinate compiles information before the actual performance appraisal
form is completed, the subordinate and appraiser both will feel that work-
planning took place. Additionally, self-appraisal procedures lead to greater
feelings of ownership by the subordinate for the performance appraisal
141

event.

J. Special location for performance appraisal interview. The importance of



performance appraisal interviews can be evemplified by creating a private,
comfortable and pleasant environment.

4. Reward system for appraisers who effectively utilize the performance
appraisal sustem to develop subordinates and integrate individual and

organizational goals to fulfill oraganizational mission.

TRAINING OF APPRAISERS AND SUBORDINATES

Poth must understand their roles in the performance appraisal process.
Only  through appropriate training can a performance appraisal sustem. which
effectively balances results and behavior, become a viahle tool so necessard

for organizational and individual growth.

NEGOTIATION STRATEGY

In negotiating with each of the stakeholders, the broad strategy will
be to explain and sell the plan in positive terms. in doing thiss, the long
term benefits will be presenty, focusing on the increased service to  the

Aau

s

publicy, increasing professionalism, and striving for excellence in
enforcement, The short term benefits of increased communications. {feedback
and expectations) mutual participation betwesn appraiser and subordinate, ang
a more objective performance appraisal with minimum appraiser orrors  will
also be stressed.

i. Top Management: The advocate of change within a department. ideally the
Chief of Police or Sheriffy etc., must conduct an educational campaian within
the organizational structure to inform all of the purpose of the proposed
change. The strategy wiil be one of coliaboration and cooperation. A tasi
force consisting of a diagonal slice of the organizational chart witil be
formed to create a performance appraisal sustem recommendation within the
parameters described in the plan. The tactic will be tao rresent the details

ot the plan, highlighting +the win/win situation for both appraisers and

-t
3



subordinates. Also the long term and short term benefits of the plan will be
stressed.

2. Police Supervisors. Police supervisors will be approached through a
strategy of education and team development, The strengths of mutual
participation in the performance aopraisal process will be highlighted. The
opportunifties to reduce rater error and improve rating consistencuy will also
be explored. the tactic will be to present the details of the plan,
highlighting the win/win situation. It will be stressed that a subordinate’sz
development and performance depend, to an extenty, on the relationship with
his or her superiagr.

3. Police Officer. This is the same as with the supervisors except what
will be stressed in the tactical portion of the approach. For the police
officers, 1t will be stressed that the primary purpose of performance
appraisal is to give them the organization’s official view of their work,
their chances for advancement, and salary increases and waus They can imorove
their performance to better meet their own and the organization’s goals.

L Employee Associations/Organirzations. The <=same educational approach
should be made to the emplouee organizations as stated above. Additionaliy,
a strategy of collaboration and cooperations should be used. Assistance
should be solicited from the association. That assistance should be in the
form of an association member, named by the association. to serve on  the
organization’s task force. Involvement generates understandingy commitment
and investment. As an alternative, if the employee association is non-
existent, or ineffective, an informal leader among the officers many he
requested to serve as a member of the task force. The tactic. here again.
will be to present the details of the plan, highlighting +the winfwin
situation. The professionalism and excellence of organizational personnel

will benefit both the association and its members.
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TRANSITION MANAGEMENT PLAN

CRITICAL MASS

The critical mass, those who could make or breakt the plan, are

identified as follows:

1. Top Management

. Police Supervisors

3. Police Officers

4. Employee Association(g)
5. Personnel Administrator
é. Finance Administrator
7. Political Entity

Exhibit 11 assesses the current level of commitment each of these
critical mass players has toward the plan for performance appraisal. The
chart also indicates the desired commitment for each plaver, necessary to
allow the plan to work.

Top management must be committed to making the change happen. If there
is no a clear vision of the desired obiective at this level, the remainder of
the department will not see the proposed change as being important and will
view the change only as another futile attempt to change appraisal forms.
The Chief of Police, Sheriff, Director, @tc.y 15 the critical plager and must
oe committed to making the change happen. This can be accomplished by
frequent inauiries and instinctive skills to persuade dissenters, The top
department executive can further make change happen by recognizing and
rewarding those who effectively utilire the performance appraisal sustem and
should remain in the "make-change—happen' position.

Most police supervisors dislike maperwark and confrantations with

wi
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EXHIBIT 11

COMMITHENT ANALYSIS

Critical Mass Block et Change Help Chanage Make Change
Player Change Happen Happen Happen

Top Management Q

Supervisors H %O

Officers x—-—> —90

Emp'im-fsegv ‘ )e 3 ao
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Parsonnel x_é _ O
Administrataor

Finance O
Administrator x > >
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X = PRESENT POSITION O = DEBIRED POSITION




subordinates. They realize, however, that performance appraisals are
necessary  within an organizational setting. Although they will not openiy
block nor ardently support change, their degree of enthusiasm and commitment
to  the performance appraisal process is critical if the plan is to he fully
effective. Police supervisors must be moved from a "let change happen” to a
“help change happen' position. To do this, police supervisors must be fully
represented on the task force and be fully trained and oriented +o the pian
and recommendations made by the task force.

Police officers, usuallu skeptical of any change, will no doubt remain
in the "let change happen® column. They will remain in this position by
proper training and orientation, which stresses emplouse development and
professionalismy and appropriate representation on the department’s tagk
force.

Employee organizations may at the present time, view any attempt to
change the process as an attack on their membership and an issue that is
subject to collective bargaining. If this perception is allowed to form, the
association could use their influence both internally as well as sternally
to attempt to block any proposed change. The employee associations must  be
moved from the ‘“block change" to the "haip change happen" position. To
accamplish this move, the association should be educated as to the benefites

of the change to their members, and be actively involved on the task force

formed to implement the proposad change. If this tactic is not successful,
departments could offer a trade. For the asspciation going to a "let chanae
happen” position, a desired benefit could he given elsewhere. The critical

player in  this element is usually the oresident, director, or executive
director in large organizations.
The personnel director will fall into the "let change happen" or ‘help

change happen® position. It is desirablie that the personnel director be in



the "help change happen” position. Any process that will reduce legal
challenge, identify resources for training and placement and provide hbetter
qualified personnel, if not discriminatory, should receive the support of the
parsonnel department. Depending on the entity involved, this critical player
could be an individual such as a personael director or city manager, or a
group such as a civil service commission, state personnel board, etc.

Most financial administrators want to see a short term cost benefit
analusis attached to any new proposal. Succinctly, improvement in  the
performance appraisal system does not lend itself to a dollar-value, cost
benefit. This point would be magnified if fiscal constraints are in place
such as in the past with California’s proososition 13, and leaislation which
limits employee salaries and bhenefits, Here againy the tactic would be to
sell the finance department on the long term benefits of employee development
and the increased quality of service to the public. Alsa the point that the
plan has the potential to decrease costly court battles can be made. if all
else fails, an attempt to gain enough money for a pilot project, or divert
funds from witch the department’s existing budget, should be made. Ac with
the personnel director, depending on the entity involved, the critical player
could be either an individual or a group. The finance director must be moved
from the "block change®, to the "let change happen” position to make the olan
successful.

Politicians would support the proposal if theu were properly briefed by
the head of the department. The reduction of personnel litigation will be =
strong selling paint. Additionally. the theme of employes develapment and
professionalism are strong selling points with any political hody. The
critical player here could be an individual belongina to the state
legislature, county board of supervisors, citu council, police commission, or

it could be several individuals, or entire groups. In any events the head of




the department should not only brief the sntity initiallyy hut keep them
informed of progress, benefits, etc., to keep them in the "let change happen"

paosition.

MANAGEMENT STRUCTURE

The transition toward this change should be managed by a oproject
marager. This project manager should be a member of top management. have an
extensive background in both line and staff functions and preferably have
expertise in  human resource management. If no one is available with *his

xpertise, additional educational preparation must be undertaken,

The project manager should also chair a departmental task force to

design the performance appraisal sustes in accordance with fthe strategic

plan. This task force would utilize a diagonal slice to obtain membership
from throughout the organization. Howsver, at least fifty percent of +he
task force should be comprised of police seargeants and aofficers. This will

insure proper representation and feedback from key people that will be mogt
involved in the appraisal process.

The project manager’s mission is hest accomplished by! communication,
negotiations, and the development of challenging assignments. The mapager
particularly needs to have role adaptability in order to interact with people
both within and without the system, and to be sensifive and flexible in order
to secure project needs from other groups.

There is a definite need to get continruing input from many differsnt
levels, cultures and functions within the arganization. The project manager,
should therefore, be relieved of all other duties =0 that full attention can
be devoted to the project. The project manager should report directly to the

head of the department giving a clear indication to the organization that

rt+
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project has the support and backing of the department head. It is imperative



that the project manager convey the department’s strong commitment {o change.

The above is the most appropriate management structure because the
person  selected wiil be able to devote their full time and gnergy to the
project. This will give the project its proper priority and install the
project manager as a champion of the change. Alsoy by having a project
manager who can cross lines of authority and responsibilities through bkey
organizational individuals assigned to the task forces the projest manager
can exercise project control and ensure the project stays on course and that

necessary resources are effectively deployed and utilized.

TECHNOLOGIES

There 1is an initial need for education intervention to occur at  all
levels in the organization fto identify short and long term issues, goals,
strategies, action plansy and alternatives.. An  overview of euxisting
problemsy along with anticipated problems during future years should also be
provided. This educational process should concentrate on the intent of the
proposed change, a mutual evaluation process, and the benefits of the change
to both the organization and the individual. Stated in other words, emplouvee
developmenty increased morale and productivity, individual freedom and
controls  and more commitment to goalss values, and mission. It will also hbe
used to inspire organizational pride and to gain support for +the strategic
plan by all stakeholders identified in the plan.

The next intervention technologu will be team development through team
building sessions at all levels within the organiration. The following steps
should be taken:

i. A presentation should be made to units, describing the desired future,
fine-tuning the focus and scope of the strategic plan, whiie reducing  the

ohjectives to a point where all participants can agrees  understangd  and




support the elan.

2. Surveys to determine the existing attitudes and belis®s should he done.
3. GSeveral meetings with respective units should be helds with the following
being accomplished:

. Utilizing teamwork and participative management, the participants will he
asked to identify and prioritize problems theu see confronting their areas of
operation and their ability to carru out the strategic pian, Once this is

done, the results of the survey are given and the staff is asked to compars

the problems pointed out by the surved with those identified durin

i1

The
problem census.
. Employees are most likelu to agree that the criteria of the job are fair
and realistic if they have a chance to participate in their establishment.
Individual employees should be given the opportunity to review, dis
comment on, suggest and agree to accept the goals and standards sctahlisher
for their job. Understanding and acceptance are both extremely important.
4. Presentations in team building, communications and problem solving should
be offered. At  this pointy the units are involved in creating specific
solutions to resolve areas of concern identified at Previous sessions.
3. Uther presentations such as goal setting, decision making or delsgation
of activity may be inserted or deleted,; depending on organizational needs.
When team building has beesn completed at all organizational levels, the
following can be expected: 1. The strategic plan for the project will have
been thoroughly reviewed and evaluated, and 2. Py clearly identifying
management roles, lines of authority, communicatians and the decision-making
processy  the organization will have achieved greater uniformity in  its
approach to the project and greater effectivensss in its overall management
effort. Team building will also help to snsure commitment to the plan by the

entire organization and esnsure its implementation.



CONCLUSIONS

For a very long ftime. performance apgraisals have besn the susiect of
much discussions  apprehension and even faar, In looking for answers to the
many controversies surrvounding this 1ssues  the bulk of performance appraisal

FRSEArch has concentrated on evaluation formss rating scales. and the liks,
in =0 doing, these efforts have unwittfingly conftributeo fto the eroblem,
Organizations searching for a proposed "ideal® appraisal. have changed their

T

0 better off.

[ R

forms as often as every siy months. onlua to fin

r

1 ERSE Ve

il
=

Recent studies. however. including the one done as a part of this project,

-+

icance ang  tha

s
~tr
o

support the ides that the infamous "forn® is of littie sioni

the key +to an effective process. is the inclusion of certain vital

COmDonents. such as

i. The develoement of meaningful job descriptions and the identification of

:

critical  Jjob  tasks through job analusis - this contributes to  the process

being fair and ronsistent:

S The determination of performance standards, and the level at which an
emplodes must perform a2 critical Jjob element to satisfu these standards)

Z. buborainate inputy which includes a salf-appraisal and is  considerved
prigr to the finalization of the process;

4, Mutual goal-setting and pre-determinea “target’ or follow-up sessions to
d1ECUSs Qoal progress:

T An  appralsal conference wherein a minimum of emologes strenagtha,
WBRKNESE0G, career developmant, pay andg the supervisor’s expectations are

discussed: and

& A final agreement or uiderstanding between ths SUPSrvisor  and
subordinata. It both individuale have similar perceptions relative tro all




aspects  of the entirve evaluation process. then the desived outcome has heen

Otner  crucial performance aopraisal eiemants that must be present  in

order fo have an effective sustem ine

Laes

s

I« Top management’s commitment to the enrcire PrOcess;
e Rater motivation stemming from some type of recognition or reward for
doing effective evaluationss or sanctions for doing less than effective onss

S Training erimariluy intended to reduce rater error by  enhancing toe

rater’s ability to adequately do effactive aroralszals.  and orientation  foe

empiouees to reduce misunderstandings

4. An  organizational climat

30

that fosters trust and opesnness in  the
warkolace,

in addition. it has been suggested that to be the most useful. the
parformance appralisal process should be computerized. This allows for rapid

and  accurate retrieval of data. and can accommodate client input regarding

-t

SRrVICcE rendered by the emplouses. Ancther benefit of using this modality is
the resultant oojectivity of this approacH.

Producing effective performance aperaisals is a difficult and  complew

Task for any organization. This is parvticularly true for law enforcement
agencies, dueg in partsy to the vary nature of the .ob performed. {Police work

fas a hiah dearee of uncertainty and compiexity

]

i

nd & wide range and variance

i

in  the tasks to be accomplished.) Neverthelecg, consloering  the above

findings, 1t the agsncuys

5

egardless of size. is desirous of having arn
effective system, it can be accomolished,
The wvalue and importance of performance appraisals can be arcued and

debated., but evaluations cannot  be taken lightlu. nor viewed as  casual

i

ctivities, Te do so not oanly threatens the 1sgal well-being of  the

organlization. put gives a distinct message that the organization i nat

it



interested in the needs of its employses. Furthermore, appralisers and
subordinates alike. indicate that the performancs appraisal is & valuasie
tool  and can be of benafit to poth the organization and the individual. it
thersfore behooves sach organization to commit the nesded time and monsy  to
make the process worthwhile for all.

Althouah various trends and events including .« but not limited to
anticipated technological advances, continued efforts toward designing  fair
and consisztent appraisal processes. increased unionization in the service-
oriented organizations, cross culture integration. a drastic decline in
economic  conditions or the invention of 3 super revolutionary communication
approach. will certainiy shape the performance apcraisal system. 1+ was

determined that no one trend no event will dramaticalliy influence the isaus

h
¥
"-
1]
-
ot

The scenarios given are all altern: tures  and are actusally
possible  to one degree or another, They ars descriptions of possihilities
based upon forecasted future trends., events. and possible groganizational
gecisions. It is hoped that law enforcement agencies will elsct o implement
the necessary interventions to create a bast scere scenario.

Althouah specifically designed for law enforcement agencies, +fhe

policies. procedures. strategic and transition management mlans proviced in

this oroject, can be utilized by any organization to move its perforpance

aporaisal sustem from its present to future state. If these efforts ars to
be successful. however. 1t should he keet in mind that ihe system

must: be relevant. with a ciear linkags betuesen performance stendarcs  and

organizational goals:s be sensitive, and determine levels of performance hy
transiating Job reauirements into levels of acceptable and unacceptasie

cerformance:; be reliabi

il

+ and have a consistency of Judgment wherein

independent evaluators agres closely in their judaments of fthe relative NEsls)



performance sffectiveness of a given individuals he acceptsbie. to those who

1111 use ity benefift the organization and the individuals heiping both  To
arhieve theiv goalsi and must be practicals not just as an administrative

requlrement or convenience, bur with both apepraisers and

i
e
[mn
8]
-5
[N
o
o
b
s
m
it

heing
motivated to cooperate and make 1t work.
Performance appraisalis are and wiii continue to be an i1meortant aspect

:

of any organization’s structure where there is a need to identify and
document work performance, and with careful attention fo the process
involvad, an effective performance appralsal sustem is not only oossible. but

can  be designed in such & wad s0 as to meet the needs of the individual  ane

the organization.




AFPPENDIX A

QUESTIONNATRE - RANBING OUESTION REGARDING
PERFORMANCE APPRAISAL ELEMENTS
THREE HIGHEST — MOST IMPORTANT
Percent &
NMume zcai
Element Rating
1987 S@AR
Individualized
work process 184 - 1
Written appraisal
documentation 15% - 2
Work-planning/
goal setting by
supervisor and
subordinate 14% - 3&4 19% i
Climate of trust
and openness 18% 2
Focus on the
individual’s
development 14% - 3&4 14% 3

o
Lo



APPENDIX A (CONTINUED)

QUESTIONNAIRE —RANKING QUESTION REGARDING

PERFORMANCE APPRAISAL ELEMENTS

THREE LOWEST - LEAST IMPORTANT

Percent &
Numerical
Element Rating
1987 200
Pay 27h - 1z 224 - 12
Subordinate active
in the PA process 184 - 11
Subordinate careser
planning 134 - 10
Written appraisal
documentation 14% - 11

Conflict
resolution

137 - 16



AFPPENDIX B

QUESTIONNAIRE

What System of Performance Appraisal
Will Be Used by Law Enforcement Agencies
in the Year 2000?

GENERAL STATISTICS

1. 140 questionnaires were mailed or handed to California
law enforcement administrators, Lieutenants and above.

2. 127 questionnaires were returned, for a return rate of

91 percent.

NOTE: Some responders did not answer all the questions, nor
all portions of some questions, which explains why there
is a slight variance in totals.
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1. Performance appr

a. 3 months
b. 6 months
¢c. 12 month
d. Other:

2. The performance

a. Written
b. Written
C. Written
d. Other:

3. Pre-conference

a. Yes - 51
b. No - 72
c. Other:

4. Special location

a. Yes - 25
b. No - 97
c. Other:

5. Length of confer

a. 10-20 mi
b. 20-40 mi
c. 40-60 mi
d. Other:

1987
aisals are administered every

- 8 - 6%

- 25 - 20%
s = 94 - 74%

(12 month plus short quarterly - 2)
(12 month with 90 day follow-up - 1)
(12 month plus 4 month status - 1)

appraisal format is

— checkoff boxes only - 1 - 1%
combination - 112 - 88%

- narrative only - 12 - 9%

Written, checkoff and interview - 1 - 1%
Verbal/written - 1 - 1%

(Narrative with numbering values - 1)

- 40%
- 58%
Up to supervisor - 1 - 1%
Unknown - 1 - 1%

- 20%
- 78%
Any quiet/private area - 2 - 2%

ence portion

nutes - 59 - 47%

nutes - 45 - 36%

nutes - 8 - 6%

Varies - 10 - 8%

As long as it takes - 2 - 2%
N/A -1 - 1%

©. Self appraisal portion

a. Yes - 24 - 19%

b. No - 101
c. Other:

- 80%
Up to supervisor - 1 - 1%

7. 1Is there goal setting?

a. Yes - 93
b. No - 30
c. Other:

- 73%
- 24%
Varies - 4 - 3%

TOTAL 127

TOTAL 127

TOTAL 127

TOTAL 124

TOTAL 125

TOTAL 126

TOTAL 127



8. How are goals established? TOTAL 127

a. Supervisor - 12 - 9%

b. Subordinate - 3 - 2%

c. Supervisor and Subordinate - 86 - 68%
d. No goals - 25 - 20%

e. Other: Depends on supervisor - 1 - 1%

9. Goals reviewed TOTAL 127

a. Every 3 months - 23 - 18%

b. Every 6 months - 28 - 22%

c. Every 12 months - 44 - 34%

d. Other: Every month - 1 - 1%
Every 2 months - 1 - 1%
Ongoing - 1 - 1%
With each evaluation - 1 - 1%

10. Used for promotion purposes TOTAL 127

a. Yes - 86 - 68%
b. No - 41 - 32%

11. Used for firing TOTAL 126
a. Yes - 110 - 87%
b, No - 15 - 12%
c. Other: Uncertain - 1 1%

12. Pay discussed TOTAL 126

a. Yes - 39 - 31%
b. No - 87 - 69%

13. Components present 127 POSSIBLE
a. Subordinate's development - 120 - 95%
b. Constructiveness - 91 - 72%
c. Subordinate's input - 87 - 70%
d. Problems and solutions - 110 - 87%

14. Job descriptions used as tools TOTAL 126

a. Yes — 68 - 54%
b. No - 58 - 46%

15. Measurable standards TOTAL 127

a. Yes - 107 - B4%
b. No - 20 - 16%
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le.

17.

18.

19.

20.

21.

Clear and well defined 127 POSSIBLE

a. Job procedures - 95 - 75%

b. Goals - 61 - 48%

c. Priorities - 47 - 37%

d. Responsibilities - 106 - 83%
e. Job descriptions - 61 - 48%

Climate of trust and openness TOTAL 127

a. Yes - 100 - 79%

b, No - 24 - 18%

¢. Other: Unknown - 1 - 1%
Both - 2 - 2%

Supervisors rewarded TOTAL 127

a. Yes — 51 - 40%
b. No - 76 - 60%

If YES, how: 49 ANSWERS
Reflected in supervisor's evaluation - 30 - 61%
Verbal recognition - 11 - 22%

Written memo, etc. - 4 - 8%
Bonus points - 1 - 2%
Own satisfaction - 1 - 2%
Organization benefits - 1 - 2%
"Atta Boys" - 1 - 2%
Trained and oriented TOTAL 125

a. Yes - 65 - 52%
b. No - 60 - 48%

When is PA completed TOTAL 126

a. Prior to subordinate's input - 58 - 46%
b. Following subordinate's input - 60 - 47%
c. Other: After department head review - 2 - 1.5%
After supervisor and subordinate comments added - 1 - 1%
After signed off by employee - 1 - 1%
After subordinate input addendum - 1 - 1%
Depends - 2 - 1.5%
After Chief of Police approval - 1 - 1%

Protect legally TOTAL 126

a. Yes - 90 - 71%

b. No - 22 - 17%

c. Other: Unknown - 12 - 10%
Perhaps - 1 - 1%
Hope so - 1 - 1%
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22.

23.

Outcomes

a. Improved performance - 101 - 80%
b. 1Increased productivity - 88 - 69%
c. Increased motivation - 80 - 70%
d. Increased hostility - 53 - 42%

e. Decrease in morale - 45 - 35%

f. Other: Varies - 4 - 3%

Apathy - 2 - 1.5%

Increased communication - 2 - 1.5%
Little affect - 2 - 1.5%
Increased documentation - 1 - 1%

Goal direction - 1 - 1%

Identification of training needs - 1 - 1%
Mgt./Sup. eval. of past performance - 1 - 1%
Doc. for civil service review - 1 - 1%
Unknown - 1 - 1%

System ever evaluated

a.
b.

Yes — 89 - 72%

No - 35

- 28%

How often:
At inception - 1 - 1%

New

system - 2 - 2%

Currently - 7 - 8%
Ongoing - 6 - 7%

6 months ago - 1 - 1%
1 year ago - 12 - 15%
18 months ago - 3 - 4%
Quarterly - 1 - 1%

2 years ago - 15 - 18%
3 years ago - 4 - 5%

4-5

years ago -~ 3 - 4%

5 years ago - 7 - 8%

5-6
7-8

years ago - 6 - 7%
years ago — 3 - 4%

10 years ago - 12 - 15%
As needed - 1 - 1%
Unknown - 2 - 2%

By Whom:

Individual - 10

Department Executive - 2
Personnel - 9

Consultant - 3

Management Staff - 18
Department - 2

Research and Planning - 1
Department and City Staff - 1
In—-House - 2

Personnel and Police Management - 3
Civil Service Commission - 1
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City Executive Committee, then Employee Groups - 1
Committee/Task Force - 11

All Supervisors and Police Association Representatives - 1
Personnel Director, POA Representative and Supervisors - 1
Staff and Consultant - 1

Employees and Management - 2

City Hall - 1

2 Staff Officers - 1

USC Public Administration Department - 1

City Attorney - 1

Employee Relations - 1

Personnel and Consultant - 1

Regional Office

24. Ranking - See other tally

25. Number of employees TOTAL 127
a. Less than 25 - 9 - 7%
b. 25-100 - 30 - 23%

c. 100-1000 - 63 - 50%
d. Over 1000 - 25 - 20%

138



2000

1. Performance appraisals are administered every TOTAL 118

3 months - 17 - 14%

b. 6 months - 40 - 34%
c. 12 months - 56 - 47%
d. Other: Ongoing - 2 - 2%
Monthly - 1 - 1%
Every 6-12 months, depending on standard - 1 - 1%
Continuous dialogue - 1 - 1%
(Short review every 4 months - 1)
(12 months with follow-up at 90 days - 1)
(Career employees every 3-5 years - 1)
2. The performance appraisal format is TOTAL 118
a. Written - checkoff boxes only - 4 - 3%
b. Written combination - 82 - 70%
c. Narrative only - 21 - 17%
d. Other: Video - 2 - 2%
Statistical and subjective from supervisors -
(E Mail and Computers) - 1 - 1%
Composite - 1 - 1%
Computer - 6 - 5%
Heavily Statistical - 1 - 1%
(b. above with clear goals/targets for next rating
period - 1)
3. Pre-conference TOTAL 117
a. Yes — 98 - 84%
b. No - 17 - 14%
¢. Other: Unknown - 1 - 1%
Possibly - 1 - 1%
4. Special location TOTAL 118
a. Yes - 57 - 48s%
b. No - 60 - 51%
c. Other: Conference may no longer be conducted in the
traditional sense - 1 - 1%
5. Length of conference portion TOTAL 114
a. 10-20 minutes - 27 - 23%
b. 20-40 minutes - 46 - 40%
c. 40-60 minutes - 28 - 25%
d. Other: Vary - 6 - 5%

Open - 3 - 3%
As long as it takes - 2 - 2%
May occur freq. with short duration - 1 - 1%
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6.

7.

8.

9.

Self appraisal portion

a. Yes - 99 - 84%
b. No - 18 - 15%

c. Other - Unknown - 1 - 1%

Will there be goal setting?

How will goals be established?

a. Yes - 114 - 96%
b. No - 3 - 3%

c¢. Other: Unknown - 1 - 1%

a. Supervisor - 3 - 2%

b. Subordinate - 1 - 1%

c. Supervisor and subordinate - 111 - 94%

d. No goals - 2 - 2%

e. Other: Unknown - 1 - 1%
(Probably MBO

Goals reviewed

a. Every 3 months - 59

b. Every 6 months - 38

c. Every 12 months - ©

d. NA - 2 - 2%

e. Other: Unknown - 1
Ongoing - 3

Vary - 1 - 1%
As needed - 2 - 2%
Every 4 months - 2 - 2%
Every month - 4 - 3%

10. Used for promotion purposes

a. Yes - 109 - 92%
b. No - 8 - 7%
c. Unknown - 1 - 1%

11. Used for firing

12.

Pay

a. Yes - 108 - 92%
b. No - 8 - 7%

format - 1)

50%
32%
5%

1%
2%

c., Other: Unknown - 2 - 1%
(Much union involvement)

discussed

a. Yes - 8l - ©69%
b. No - 37 - 31%
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TOTAL 118
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13.

14.

15.

le.

17.

18.

Components present

Subordinate's development - 113 - 96%
Constructiveness - 102 - 86%

Subordinate input - 108 - 92%

Problems and solutions - 108 - 92%

Other: All above for manager only - labor will

have a report card - 1 - 1%

Job description used as tools

a.
b.

Yes — 102 - B86%
No ~ 16 - 14%

Measurable standards

a.
b.

Yes - 113 - 96%
No - 5 - 4%

Clear and well defined

Climate

a.
b.
c.

Job procedures - 102 - 86%
Goals - 107 - 91s%

Priorities - 106 - 90%
Responsibilities - 110 - 93%
Job descriptions - 88 - 75%

of trust and openness
Yes - 109 - 92%

No - 8 - 7%
Other: Very cut and dried - 1 - 1%

Supervisors rewarded

a.
b.

Yes = 91 - 79%
No - 24 - 21%

If YES, how:

Reflected in sup.'s evaluation - 45 - 61%
Pay/incentive bonus - 5 - 7%

Pay and promotion - 4 - 6%

Promotion - 3 - 4%

Merit - 1 - 1%

Verbal praise - 4 - 6%

Longevity - 1 - 1%

Recog. outside PA - 1 - 1%

Positive reinforcement - 1 - 1%

Extra time off - 2 - 3%

Self satisfaction - 2 - 3%
Certificate/award - 1 - 1%

Written commendation - 3 - 4%

Should be part of sup.'s role anyway - 1 - 1%
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TOTAL 118

TOTAL 118

TOTAL 118

TOTAL 115
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19. Trained and oriented TOTAL 118

a. Yes - 112 - 95%
b. No - 6 - 5%

20. When is PA completed? TOTAL 117

a. Prior to sub. input - 14 - 12%
b. Following sub. input - 92 - 78%
c. Other: ©Upon completion of goals - 1 - 1%
Contact all parties - 1 - 1%
Vary - 1 - 1%
Ongoing - 4 - 3%
After mgt. review - 1 - 1%
After/during interview - 2 - 2%
After Chief of Police signature - 1 - 1%

21. Protect legally TOTAL 118

a. Yes - 100 - 85%

b. No - 12 - 10%

c. Other: Uncertain - 4 - 3%
Depends ~ 2 - 2%

22. Outcomes TOTAL 118

a. Improved performance - 102 - 86%

b. Increased productivity - 100 - 85%

c. Increased motivation - 92 - 78%

d. 1Increased morale - 81 - 69%

e. No change - 14 - 12%

f. Other: Termination of incompetents - 1 - 1%
Increased accountability - 1 - 1%
Increased involvement - 1 - 1%
Enhanced mobility for high performers - 1 - 1%
Better us of human resources - 1 - 1%
Adversary relationships (sups. & subs.) - 1 - 1%
Pay benefits - 1 - 1%
Goal setting - 1 - 1%
Increased hostility - 1 - 1%
Increased doc. of perf. against agree upon
standards - 1 - 1%
Increased communication - 1 - 1%
Increased credibility - 1 - 1%

23. System be evaluated TOTAL 106
a. Yes - 102 - 96%

b. No - 3 - 3%
Cc. Other: Unknown - 1 - 1%
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How often: 92 RESPONSES
When needed - 7 - 8%
Every 3 months - 3 - 3%
Ongoing - 12 - 13%
Every ©6 months - 3 - 3%
Every year - 33 - 36%
Periodically - 4 - 4%
Every 2-3 years - 18 - 19%
Every 3-5 years - 1 - 1%
Every 5-6 years - 10 - 11%
Every 10 years - 1 - 1%

By whom:
Police services - 1
Department - 2
Management - 2
Department and City staff - 1
Chief -1

All levels - 13

Management and Personnel - 1

Managers and consul. - 2

Department Directors - 1

Labor negotiations - 1

City Attorney and Management Staff — 1
Union, OER, Personnel and Planning - 1
Commanders with line input - 8
Executive/Top Management - 1

Pers. with input all levels - 1
Chief's aide with computer readouts - 1
City Admin, Chief and Lt. - 1

Task Force/Committee - 10

*Command College attendee - 1

Admin. personnel - 1

Division Commander - 3

Command levels - 4

Sup. Staff - 1

Staff - 3

Consultant - ©

Div. Human Res. - 1

Personnel ~ 8

Agency and union - 1

24. Ranking - See other tally

25. Number of employees TOTAL 118
a. Less than 25 - 6 - 5%
b. 25-100 - 21 - 17%
c. 100-1000 - 64 - 54%

d. Over 1000 - 26 - 22%
e. Other: N/A -1 - 1%
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JIAN, Governor
STATE OF CALIFORNIA—-BUSINESS, TRANSPORTATION AND HOUSING AGENCY GEORGE DEUKMEMNA i

DEPARTMENT OF CALIFORNIA HIGHWAY PATROL
1353 Monument Hill Road
El Cajon, CA 92020
(619) 440-8415

January 27, 1987

Dear

I am working on a Command College Independent Research Project and

have selected the topic: What method of performance appraisal will
be used by law enforcement in the year 20007

According to several authors, a major problem facing law enforcement
is that it appears to lack an effective performance appraisal
process. It has been reported that the customary appraisal process
is biased, inaccurate, and leads to much employee disappointment,
largely due to the negative reinforcement it gives employees.

If the performance appraisal is not effective with today's work
force, what about the year 2000? 1Indications are that the work
force of the year 2000 will be more ethnically complex, have more
distinctive socio-econonic classes, be better educated, particularly
in the fields of communication and computer literacy, be more
technically oriented, older and more harried. The values, norms,
and attitudes of this new work force, when coupled with the values,
norms, and attitudes of the present work force will create a major
challenge in terms of productivity and motivation for law
enforcement organizations.

Performance appraisals are intended to improve a subordinates
performance, control results, set goals, reward, motivate, coach and
give feedback to the subordinate and help the supervisor decide on
questions of transfer, promotion or termination, and generally
improve communications.

Can an effective process be designed? I hope so, with your help.
Please take 10-15 minutes to complete the attached questionnaires.

Your response will be used to identify areas of concern with the

performance appraisal pProcess in regards to the present and future
work force.
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Page 2
“anuary 27, 1987

Please return your response in the self-addressed stamped envelope
by February 15, 1987.

If you have any questions, please contact me at (619) 440-8415.
Your assistance is appreciated.

Sincerely,

e\ Uewens

C. M. DOUGLA.
Assistant Chief
Inland Division

Attachments
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PERFORMANCE APPRATSAL - YEAR 1987
QUESTIONNAIRE

Please indicate your perceptions of your department's performance appraisal
system, in its present state, by circling the appropriate responses:

1. Performance appraisals are administered every
a. 3 months.
b 6 months.
c 12 months.
d. Other:

2. The performance appraisal format is
a. Written - check-off boxes only.
b. Written - combination of check-off boxes and narrative.
c. Written - narrative only.
d. Other:

3. TIs a "Pre-Conference” meeting held?
a. YES
b. NO

4. 1Is there a special location designated for the appraisal conference?
a. YES
b. NO

5. Approximate length of conference portion of appraisal process is
a. 10-20 minutes.
b 20-40 ninutes.
c. 40-60 minutes,
d Other:

6. Is there a self-appraisal portion of the evaluation process?
a. YES
b. NO

7. 1Is goal-setting a part of the performance appraisal process?
a. YES
b. NO

8. How are goals established?

a. By the supervisor.
b. By the subordinate.
c¢. By the supervisor and the subordinate.
d. Goals are not established.
9. Are goals reviewed

Every 3 months?
Every 6 months?
Every 12 months?
Not applicable.

aocoe

10. 1Is the performance appraisal utilized for promotion purposes?
a. YES
b. NO
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11.

12.

13.

14.

15.

16.

17.

18.

19.

20.

21.

YEAR -~ 1987 (CONT.)

PAGE 2

Is the performance appraisal utilized for firing purposes?
a. YES
b. NO

Is pay discussed during any part of the appraisal process?
a. YES
b. NO

Are any of the following components present during the appraisal
process? (May circle more than one.)

a. Emphasis on subordinate's development.

b. Constructiveness during the interview.

¢. Subordinate participation and input throughout process.

d. Job-related problems and their solutions discussed.

Are job descriptions utilized as tools in the appraisal process?
a. YES
b. NO

Are measurable or observable standards a part of the appraisal?
a. YES
b. NO

In general, which of the following elements are clear and well-defined
in the job environment? (May circle more than one.)

a. Job procedures.
b. Goals.

¢. Priorities.

d. Responsibilities.
e. Job descriptions.

Is there a climate in the workplace that fosters trust and openness?
a. YES
b. NO

When performance appraisals are done effectively and efficiently, are
supervisors rewarded?

a. YES

b. NO

IF YES: How is this done?

Are supervisors and subordinates thoroughly trained and oriented to the
performance appraisal system before they are involved?

a. YES

b. NO

When is the performance appraisal process completed?
a. Prior to subordinate input.

b. Following subordinate input.

c. Other:

Does the performance appraisal system protect you legally?
a. YES
b. NO
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22.

23.

24,

25.

YEAR - 1987 (CONT.)

PAGE 3

Which of the following are outcomes of the performance appraisal
system? (May circle more than one.)

a. Improved performance.

b Increased productivity.

c. Increased motivation.

d. Increased hostility towards management.

e. Decrease in employee morale.

f. Other:

Has the performance appraisal system ever been evaluated?
a. YES

b. NO

IF YES: How long ago?

By Whom?

Please rank the following performance appraisal elements, in degree of

CURRENT importance, with -1- being the most important and -12- being the
least important.

A climate of trust and openness in the workplace.
Work-planning/goal-setting by the subordinate and the supervisor.
Individualized work review process.

Job content. (Well-defined procedures, goals, priorities and
responsibilities.)

Focus on the individual's development.

Pay discussion.

Written appraisal documentation.

Subordinate input.

Problem-solving.

Conflict resolution.

Subordinate career-planning.

Subordinate is an active participant in defining the appraisal
process and outcomes.

SRRNRRR N

Number of employees currently in your organization:

a. Less than 25
b. 25 - 100

¢. 100 - 1000
d. Over 1000



PERFORMANCE APPRAISAL - YEAR 2000
QUESTIONNATIRE

Please indicate your perceptions of your department's performance appraisal
system, in its future state, by circling the appropriate responses:

1. Performance appraisals will be administered every
a. 3 months.
b 6 months.
¢ 12 months.
d. Other:

2. The performance appraisal format will be
a. Written - check-off boxes only.
b. Written - combination of check-off boxes and narrative.
c. Written - narrative only.
d. Other:

3. Will a "Pre-Conference" meeting be held?
a. YES
b. NO

4. Will there be a special location designated for the appraisal conference?
a. YES
b. NO

5. Length of conference portion of appraisal process will be
a. 10-20 minutes.
b 20-40 minutes.
¢. 40-60 minutes.
d Other:

6. Will there be a self-appraisal portion of the evaluation process?
a. YES
b. NO

7. Will there be a goal-setting as part of the appraisal process?
a. YES
b. NO

8. How will goals be established?

By the supervisor.

By the subordinate.

By the supervisor and the subordinate.
Goals are not established.

a0 oL

9. Will goals be reviewed
a. Every 3 months?
b Every 6 months?
¢. Every 12 months?
d. Not applicable.

10. Will the performance appraisal be utilized for promotion purposes?

a. YES
b. NO
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11.

12.

13.

14.

15.

16.

17.

18.

19,

20.

21.

YEAR —~ 2000 (CONT.)
PAGE 2

Will the performance appraisal be utilized for firing purposes?
a. YES
b. NO

Will pay be discussed during any part of the appraisal process?
a. YES
b. NO

Will any of the following components be present during the appraisal
process? (May circle more than one.)

a. Emphasis on subordinate's development.

b. Constructiveness during the interview.

c. Subordinate participation and input throughout process.

d Job-related problems and their solutions discussed.

Will job descriptions be utilized as tools in the appraisal process?
a. YES
b. NO

Will measurable or observable standards be a part of the appraisal?
a. YES
b. NO

In general, which of the following elements will be clear and
well-defined in the job environment? (May circle more than one.)

a. Job procedures.
b. Goals.

¢. Priorities.

d. Responsibilities.
e. Job descriptions.

Will there be a climate in the workplace that fosters trust and openness?
a. YES
b. NO

When performance appraisals are done effectively and efficiently, will
supervisors be rewarded?

a. YES

b. NO

IF YES: how is this done?

Will supervisors and subordinates be thoroughly trained and oriented to
the performance appraisal system before they are involved?

a. YES

b. NO

When will the performance appraisal process be completed?
a. Prior to subordinate input.

b. Following subordinate input.

c. Other:

Will the performance appraisal system protect you legally?
a. YES

b. NO



22.

23.

24,

25.

YEAR - 2000 (CONT.)

PAGE 3

Which of the following will be outcomes of the performance appraisal
system? (May circle more than one.)

Improved performance.

Increased productivity.

Increased motivation.

Increased morale.

. No change.

. Other:

Lo W I =N I o ]

Will the performance appraisal system be evaluated?
a. YES
NO

o’

IF YES: How often
By Whom?

Please rank the following performance appraisal elements, in degree of
FUTURE importance, with -1- being the most important and -12- being the
least important.

A climate of trust and openness in the workplace.
Work-planning/goal-setting by the subordinate and the supervisor.
Individualized work review process.

Job content. (Well-defined procedures, goals, priorities and
responsibilities.)

Focus on the individual's development.

Pay discussion.

Written appraisal documentation.

Subordinate input.

Problem-solving.

Conflict resolution.

Subordinate career-planning.

Subordinate is an active participant in defining the appraisal
process and outcomes.

RRRRARRINEEE

Number of employees anticipated in your organization:

a. Less than 25
b. 25 - 100

¢. 100 - 1000
d.

Over 1000
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STATE OF CALIFORNIA—-BUSINESS, TRANSPORTATION AND HOUSING AGENCY GEORGE DEUKMEJIAN, Governor.

DEPARTMENT OF CALIFORNIA HIGHWAY PATROL K..
J

Inland Division Headquarters
847 East Brier Drive

P, 0. Box 1029

3an Bernardino, CA 92402
(714) 383--4811

February 4, 1987

Thank you for agreeing to assist me in forecasting the method of perform-
ance appraisal law enforcement will be using in the year 2000.

We will be meeting in the executive conference room at the El Cajon
Police Department, 100 Fletcher Parkway, El Cajon, California, at 1:30
p.m. on February 10, 1987.

According to several authors, a major problem facing law enforcement is
that it appears to lack an effective performance appraisal process. It
has been reported that the customary appraisal process is biased, inaccu-
rate, and leads to much employee disappointment, largely due to the nega-
tive reinforcement it gives employees.

If the performance appraisal is not effective with today's work force,
what about the year 20007 1Indications are that the work force of the
year 2000 will be more ethnically complex, have more distinctive socio-
economic classes, be better educated, particularly in the fields of com-
munication and computer literacy, be more technically oriented, older and
more harried. The values, norms, and attitudes of this new work force,
when coupled with the values, norms, and attitudes of the present work

force, will create a major challenge in terms of productivity and motiva-
tion for law enforcement organizations.

Performance appraisals are intended to improve a subordinate's perform-
ance, control results, set goals, reward, motivate, coach and give feed-
back to the subordinate and help the supervisor decide on questions of
transfer, promotion or termination, and generally improve communications.
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Page 2

‘ebruary 4, 1987

Can an effective process be designed? I hope so, with your help.

I will ask you, as a member of a panel of experts, to identify, via a
brainstorming session and nominal group technique, what trends law
enforcement should be monitoring, then to determine the most important
four of five of those trends and forecast what you and the group feel
would be a valid trend projection for the next 14 years.

After that, again using the aforementioned techniques, identify future
events that could affect those trends that we would be monitoring. I
would then like to attempt to use the group to evaluate the probabilities
of those impacts/changes occurring and to evaluate the inter-relationships
of those events and figure final probabilities.

In summary, what I want to do is use the information you provide in this
session to chart out the trends law enforcement should be monitoring and
the probability of the certain events occurring and then, by using this

data, develop a future scenario, strategic plan, and transition manage-

ment plan to move the organization to the desired state.

In closing, I again thank you for agreeing to assist me in this important
project. See you on Tuesday February 10.

Sincerely,

C. M. DOUGLAS
Assistant Chief
Inland Division
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APPENDIX D

NET TRENDS AnD
The following trends and events were identitiec at

sezsion of the NGT group. February 18, 1987

TRENDS

ia increase 1in computer fechnologuy  ~ oo eilimination
vniowledge

2. Legal process sxpansion

%. Emploues organization demands

4. Pudget restrictions

3. Staff reduction (budaet)

&, Employee union demands

Y. Activities in workplace - more leisure (Japanese ohilosophu)
. Public vs. private sarvice arpviders

. Heduction in first-line supsrvicors
1@. Areas of responsibilities and density
11, Expectations of work force due to impact of computers
structured appraisals
12, Changing vation and ethnic change (mals v, famaled
13, Eetter sducation - emplouees
14, Effectiveness of communication and
13. Increase of training time
16, Cross cultures imeact
17, Better trained management
18, More bureaucratic behavior
1%, Objective sustem of performance saopratsal - consistent,

insEtorming
ievel of

sChonls
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APPENDIX D (CONTINUED}
Aae of work force
Lifteracy and academic competency of work forces
Periodic eprocess interview
Program changes in west coast law enforcement
impact of parents and teachers on wori phiiosophies

fllegal immigration

o3

ociety will euperience mounting debt

Continuing population shift in United States from fhe north and the
tne south and the west

Increased litigation against prganizations for discrimination and

assmant

Change ration of females vs. males in work force

3. Empiowes self-discipline

EVENTS

1. Depression

2. Purging of upper management

3 U11 crisis

4. Cap on salary and benefits (California Proposition &10
5. Hegionaliration of solice

4. Technological breakthvouah (robotics and computers)
7. Maljor geplogical disaster

H. Elimination of ethnic laws (reverse o Tivil

Y. Quota system in hiring

18, Har

1i. Malior terrorist activity

m
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APPENDIX D (COMTINUED)

i2. Job action
13. Emplouse sabotage

14, HMore iobs than emplouses

15. HMalor increase/decrease of employes

it

1N an organization

16. Mobile work force in various organizat:ons (with professional

iicensing.
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